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Abstract 
 

Contemporary literature on organisational change suggests that the pace of change is 

accelerating and that organisations must be prepared to anticipate and respond quickly to 

change in order to remain competitive.  Effective change management practices and 

processes have become an increasingly indispensable part of running a successful business.  

The impact of change on employee well-being is also of growing importance as it can affect 

the functioning of the business.   
 

Despite the considerable amount of academic literature on change, there seems to be a lack of 

research on the impact of change on employee levels of job satisfaction, and the factors that 

maintain or enhance job satisfaction during change.  More specifically, no research has 

investigated how a TPM change programme affects employee levels of job satisfaction.  This 

study therefore aims to explore how a TPM change programme impacts on levels of 

employee job satisfaction, within a manufacturing environment.   
 

A conceptual model was developed which drew together the key theoretical elements of 

change management and job satisfaction.  A cross-sectional design was used to compare 

levels of job satisfaction, and factors identified from the conceptual model between a group 

actively involved in a TPM change programme (N = 30) with a group not yet involved in the 

change programme (N = 48).  
 

Statistical analyses demonstrated that there were significant differences between groups. 

Significantly higher levels of job satisfaction, opportunities to learn new skills and the 

experience of effective communication, was shown by participants actively involved in the 

TPM change programme. In addition, levels of job satisfaction showed significant positive 

correlations with understanding the need and benefits of the change programme and personal 

responsibility for successfully completing work outcomes.  
 

It was concluded that the non-significant differences found between groups, concerning 

aspects of job enrichment, suggest that other factors of the conceptual model, such as 

communication and learning culture, may have a stronger influence on levels of job 

satisfaction.   
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1 Introduction 
 
1.1  Background to the Research 
 
The research for this dissertation was carried out at UPM-Shotton, part of the United Paper 

Mills (UPM) group.  UPM is a Finnish owned forest products company with core businesses 

in printing papers, label materials and wood products.  The company employs 28,000 people 

and has production units in several countries across the world including America, China, 

Finland and the United Kingdom (UK).  UPM is a leading producer of magazine papers and 

is one of Europe’s largest manufacturers of newsprint and fine papers.  Printing papers 

account for over half the group’s €10 billion annual turnover.  The company also supply 

paper board and a wide variety of wood products to the global market.   

 

UPM-Shotton, a UK based business unit of the UPM group, is a combined pulp and paper 

mill producing 550,000 tonnes of recycled newsprint per annum.  The majority (90%) of the 

paper manufactured at the site is sold to the domestic market (UK and Ireland); the remaining 

10% is exported to European and Asian markets.  The company’s largest customer is News 

International, who print some of the more widely recognised national newspapers including 

The Sunday Times and The Sun.  UPM-Shotton currently employs 405 people.  

 

As the pace of business life becomes faster and more demanding, large manufacturing 

organisations, such as UPM-Shotton, producing a standardised commodity grade product, 

face intense competition from both traditional and emerging markets.  As noted by Landrum 

et al. (2000), organisations that do not remain competitive in this environment are likely to 

begin a downward trend in financial performance and must be revitalised in order to continue 

operating.  Global competition has lead to the closure of a number of paper manufacturing 

sites within the UK over recent years.  For UPM-Shotton to remain competitive, and indeed 

survive, the business must quickly and effectively learn to accept and adapt to change in 

response to shifting environmental conditions.   

 

Programmes of planned and emergent change can be positive and bring new opportunities to 

the employees of an organisation, and such opportunities can have a beneficial effect on the 
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level of job satisfaction experienced by the employees.  High levels of job satisfaction have 

been associated with successful change implementation and improved company performance 

(Rowden, 2002).  However, change programmes can also alter employees’ job roles, working 

relationships and organisational structures (Nortier, 1995).  Such changes can negatively 

impact on an employee’s job satisfaction.  Mohram et al. (1998) suggest that there are several 

factors that can influence, maintain or enhance the level of an employee’s job satisfaction 

during a period of change.  These factors, identified by Mohram et al. (1998), form an anchor 

for the development of the conceptual model and the research aims of the current study.  

These factors are discussed further in Chapter 2.  
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1.2  Research Question 
 
The purpose of this research is to investigate and compare the level of job satisfaction 

experienced by two different groups of UPM-Shotton employees.  One group (Group 1) is 

actively involved in a Total Productive Maintenance (TPM) change programme, and the 

other group (Group 2) are not yet actively involved in the change programme.  The study 

examines whether job satisfaction levels are significantly different between groups.  The 

research also focuses on how the change programme has been managed and provides 

recommendations on how the level of employee job satisfaction can be maintained, or 

enhanced, through improvements to the change programme. 

 
 
The research question is: 
 
How does a programme of change, within a manufacturing environment, impact on the level 

of job satisfaction experienced by employees?  

 
 
The research aims are: 
 
1)  To examine existing change management theory. 

2)  To identify current thinking on job satisfaction. 

3)  To explore UPM-Shotton’s approach to change management and identify which factors, 

based on the conceptual model, affect job satisfaction. 

4)  To compare levels of job satisfaction amongst UPM-Shotton employees who are actively 

involved in a Total Productive Maintenance (TPM) change programme, compared with 

employees who are not yet involved in the change programme. 

5)  To make recommendations on how to increase levels of job satisfaction, amongst UPM-

Shotton employees, through the development of the change programme. 
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1.3 Justification for the Research 
 
Contemporary literature on organisational change suggests that the pace of change is 

accelerating and that businesses must be prepared to anticipate and respond quickly and 

appropriately to change.  Effective change management practices and processes have 

therefore become an increasingly indispensable part of running a successful business.  UPM-

Shotton has recognised that change is required in order to remain competitive and improve 

organisational efficiency, and has selected Total Productive Maintenance (TPM) as the 

change programme required to facilitate and structure the necessary change.   

 

The impact of change on employee well-being is of growing importance.  For example, the 

Health and Safety Executive (HSE) have recognised that change can be a stressful process 

that can impact on the health of employees (HSE, 2005).  As cited by Senior (2002), Nortier 

(1995) suggests that individuals who experience change commonly go through a traumatic 

process of shock and denial before they begin to accept and adapt to the change.  Therefore, a 

key aspect of effective change implementation is acknowledging how employees’ adapt, 

accept and embrace change.   

 

Despite the considerable amount of academic literature on change, there seems to be a lack of 

research on the impact of change on employees’ job satisfaction, and the factors that 

maintain, or enhance, job satisfaction during the change.  As noted by Rowden (2002), there 

are important reasons why organisations should be concerned with the level of employee job 

satisfaction.  One reason is that job satisfaction is a predictor of the psychological well-being 

of the workforce, and secondly, job satisfaction can lead to employee behaviour that can 

affect the functioning of the business.  This provides an initial justification for the study.   

 

In order to improve levels of job satisfaction, the way change is implemented and managed 

within UPM-Shotton, should be considered.  Change programmes may not achieve the 

desired aims and objectives if employee job satisfaction levels are not considered.  As 

proposed by Smith (2005), it is the people within the organisation that are either the key to 

achieving effective change, or the biggest obstacles to its success.  Identifying appropriate 

factors, which maintain job satisfaction and facilitate employees' acceptance of change, are 
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crucial in reaching the desired change goals.  Effective change management is essential for 

UPM-Shotton to maintain a position of competitive advantage over its global competitors.  

This, therefore, provides further justification for the study. 
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1.4  Methodology 
 
The research methodology selected for this study helped to answer the research question.  An 

interpretivist philosophy, with aspects relevant to a positivist philosophy, was selected for the 

study.  A combined approach to the research was adopted to include both inductive and 

deductive elements.  A survey strategy, involving semi-structured interviews, a standardised 

questionnaire and a survey questionnaire, was chosen to collect the required research data.  A 

cross-sectional research design was selected for the study due to time constraints. 

 

The methodology selected for this study is described in greater detail in Chapter 3.   
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1.5  Outline of the MBA Dissertation 
 
Chapter 1 provides a brief overview and background to the research.  The research question 

and aims are introduced and justified, and the study's methodology is outlined.     

 

Chapter 2 contains a review of current academic literature and theory on change management 

and job satisfaction.  This chapter enables the development of a conceptual model that can be 

used within the dissertation to answer the research question.  

 

Chapter 3 describes the methodological procedures employed to answer the research 

question.  A clear rationale is offered for the chosen research philosophy, approach, strategy, 

purpose and time-horizon.  Rejected methods are also discussed.  Selected data collection 

methods are described and issues relating to validity, reliability and triangulation are 

considered. In addition, consideration of ethical issues and limitations of the research 

methodology are provided. 

 

Chapter 4 presents the findings of the research, including the qualitative data from the semi-

structured interviews and the quantitative data from the survey questionnaire. 

 

Chapter 5 discusses the research findings within the context of previous research, and the 

conceptual model outlined in Chapter 2.  Conclusions and implications of the research are 

drawn, and methodological limitations are considered.  Finally, recommendations on how to 

increase levels of job satisfaction, through the development of the change programme, are 

also discussed.   
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1.6  Definitions 
 
This dissertation offers an overview of current academic thinking on change management 

and job satisfaction from the literature.  In order to clarify the exact meaning of key elements 

of the study, definitions are provided.  

 

‘Change management’, as defined by Moran and Brightman (2001) is “the process of 

continually renewing the organisation’s direction, structure and capabilities to serve the 

ever-changing needs of external and internal customers” (p. 111). 

 

‘Job satisfaction’, as defined by Locke (1976) is the “pleasurable or positive emotional state 

resulting from the appraisal of one's job or job experiences” (p. 42). 

 

‘Active involvement’ in the change programme refers to UPM Shotton employees who are 

members of a TPM project team, and who participate in TPM activities.  The majority of 

project team members will have taken part in both a TPM awareness training course and a 

TPM practitioner course. 
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1.7  Chapter Summary 
 
This chapter has introduced the research question and aims.  It has provided a justification for 

the research and has described the adopted methodology.  An outline of the study has been 

offered and appropriate definitions presented.  On these foundations, the dissertation can 

proceed to the literature review in Chapter 2. 
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2 Literature Review 

2.1  Introduction 

 
This chapter provides a summary of current academic literature and theory on change 

management and job satisfaction.  The literature review provides a theoretical foundation on 

which to base the research upon.  The chapter enables the development of a conceptual 

model that will then be used within the dissertation to answer the research question.  

 
 
2.2 Change Management 
 
The only constant within modern organisations, as stated by Elving (2005), is that they are 

continually changing.  This statement has become somewhat of a cliché within the extensive 

coverage of management and organisational change literature.  Few authors would disagree 

however that the current pace of business life has become faster and more demanding than 

ever before.   

Traditional views of organisational change suggest that the organisational needs are met by 

responding to changing environmental conditions (Thornhill et al., 2000). This is supported 

by Landrum et al., (2000) who suggest that as business environments become increasingly 

multifarious and competitive, companies must be diligent and flexible in order to remain 

competitive. Nutt (2001), as cited by McGuire and Hutchings (2006), also acknowledges that 

turbulent environmental influences can trigger change with increased frequency and that 

businesses now have to learn to live with constant change.   

 
2.2.1  Planned and Emergent Change 
 
The literature on change suggests that there are two main approaches to change management: 

‘planned’ and ‘emergent’.  As stated by Bamford and Forrester (2003), planned change 

conceptualises organisational change as a process that moves from one set position to another 

through a series of pre-planned steps.  Lewin’s (1951) ‘Three-phase’ model suggests that 

prior to adopting new behaviours, traditional behaviours have to be discarded before new 

ways of working can be fully accepted.  Lewin viewed planned change as a way to improve 
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the effectiveness of the human side of the organisation through team-based and participative 

programmes of change. 

     

Figure 1: Lewin’s (1951) Three-phase Model 
 
‘Unfreezing’, the initial stage in Lewin’s model, suggests that organisations must first alter 

their ways of thinking and habitual behaviours, in order to increase awareness for the need to 

change.  The second phase, ‘Moving’, is the process of making the changes that will shift the 

organisation to its new form.  Such changes could include, the introduction of new strategies, 

improving existing structures or the development of new types of behaviour.  The final 

phase, ‘Refreezing’, involves fixing and institutionalising the newly made changes into the 

organisation, and ensuring that the changes do not revert back to the ‘old ways’.  As stated by 

Senior (2002), the support and involvement of senior management during this final stage of 

the process is crucial.  Organisational leaders, who promote the newly adopted changes with 

belief and commitment, are more likely to gain the trust of the employees.  Martin (1998), as 

cited by Weber and Weber (2001), suggests that trusting in management can help to reduce 

the feelings of uncertainty, speculation and fear of change.   

 
The planned approach to change has been criticised by several authors.  Garvin (1994) 

suggests that due to turbulent business environments, change cannot progress from one 

steady state to another in a pre-planned manner.  The planned approach also assumes, as 

proposed by Burnes (1996), that everyone involved with the change project agrees to work in 

a common direction without disagreement, and have a shared eagerness and common interest 

to implement the change.   
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More recently, the concept of emergent change has gained support within the literature as it 

overcomes some of the negative aspects of the planned approach to change.  As proposed by 

Bamford and Forrester (2003), the uncertainty of the environment that makes planned change 

inappropriate, can enable emergent change to be far more pertinent.  The rationale for the 

emergent approach, as stated by Burnes (1996), originates from the principle that change 

cannot be viewed as a series of linear events within a set time period.   The emergent model, 

sometimes referred to as continuous improvement or organisational learning, sees change as 

a continuous and open-ended process of adaptation to changing situations and conditions.   

Emergent change within organisations is also seen as being driven by ‘bottom up’ action as 

opposed to ‘top down’ control.  As proposed by Bamford and Forrester (2003), due to the 

rapid pace of change, it has become impossible for senior management to identify, plan and 

implement every action required for successful change.  A more devolved management 

approach must therefore be implemented which may change the role of some senior 

managers from controllers to facilitators (Bamford & Forrester, 2003).  Pettigrew and Whipp 

(1991) suggest however that in terms of leadership, there are no set of universal rules for 

success. 

As noted by Burnes (2004), ‘contingency theory’ rejects both the planned and emergent 

theories of change by suggesting that there is no ‘one best way’ to change.  Contingency 

theory suggests that the operation and structure of the organisation is reliant on situational 

variables including environment, size and technology.  As these situational variables are 

different for each organisation, the ‘one best way’ to change for all organisations is replaced 

with ‘one best way’ to change for each organisation.   

 
2.2.2  Change Programmes 
 
An increased number of planned change programmes have emerged over the past twenty 

years (Rosenfeld & Wilson, 1999).  These programmes are aimed at reducing the inherent 

uncertainty within unplanned change and for providing a template for action throughout the 

organisation.  A contemporary productive maintenance system, used by an increasing 

number of manufacturing companies, including NASA and Mitsubishi, is Total Productive 
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Maintenance (TPM).  TPM aims to improve and maintain the availability and efficiency of 

existing plant machinery through the cooperation of all areas within the organisation.  

Shamsuddin et al. (2005) suggest that maintenance of equipment is a major contributor to the 

performance and profitability of manufacturing systems.  Bohoris et al. (1995) propose that 

human resources are also instrumental for TPM to succeed, as a highly motivated workforce 

can dramatically improve a company's overall productivity.  Implementation of TPM, as 

noted by Hansson et al. (2002), will create organisational change.   

The emergence of TPM, as stated by Cooke (2000), is intended to bring production and 

maintenance functions together through good working practices, effective team working and 

continuous improvement.  Boer et al. (2000) describes continuous improvement as “the 

planned, organised and systematic process of ongoing, incremental and company-wide 

change of existing practices aimed at improving company performance” (p. 77). 

Continuous improvement is based on employee participation and relies on the experience and 

knowledge of workers, supported, rather than directed by, organisational experts (Jha et al., 

1996).  Bond (1999) suggests that improvement can be categorised as either small 

incremental change, ‘Kaizen’, or innovative step change, ‘process re-engineering’ (Bond, 

1999).  Where Kaizen aims to continuously improve existing products and processes, and 

epitomises ‘bottom-up’ change, process re-engineering looks to fundamentally change the 

product and process from a ‘top-down’ perspective.  Jha et al. (1996) highlight that step 

change or strategic leap improvements carry greater risks than Kaizen methods.  Step change 

improvements may fail after initially investing large amounts of time, money and other 

resources into a particular project. 

Kaizen problem solving techniques, and the use of improvement tools such as Ishikawa 

diagrams and Pareto analysis, are widely used within TPM to encourage and improve 

organisational efficiency.  By identifying and eliminating the causes of inefficiency, positive 

and dramatic improvements can be made to the business.  Deming (1986) advocates that 

business processes should be placed on a continuous feedback loop so that managers can 

identify and change parts of the process if an improvement is required.  The tool 

recommended for this process is Deming’s PDCA (Plan-Do-Check-Act) cycle.   
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As explained by Kreitner (2004), the PDCA cycle follows four main steps: 

 

1)  Plan - Plan the desired change using current and available data. 

2)  Do  - Implement the change. 

3)  Check - Check the outcome of the change.  

4)  Act  - Study the results and act on the lessons learned.    

 

 
Figure 2: Deming’s (1986) PDCA Cycle 

 
The Deming PDCA cycle encourages personnel to tackle organisational issues by making 

small, positive steps of continuous improvement.  As suggested by Naylor (1999), making 

these small changes and reflecting on the process, employees can deal with current issues 

while also learning how to improve the process for the future.     

 
 
2.2.3  Resistance to Change 
 
As stated by Eriksson (2004) “research on organisational change has shown that change 

programmes often face serious problems” (p. 111).  The literature suggests that a large 

proportion of organisational change programmes fail or fall short of delivering their desired 

results.  Bennebroek-Gravenhorst et al. (1999), as cited by Elving (2005), suggest that 

change programmes can fail for several reasons including; organisational culture, the role of 

change facilitators, or the timing of the change initiative.  Other problems such as human 

resistance and conflicts between competing groups have also been well documented in the 

literature.   

 

People may resist change, as suggested by Kotter and Schlesinger (1979), for many different 

reasons, including: loss of security, fear of the unknown or threat to their powerbase.  
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Resistance, as stated by Bovey and Hede (2001); Smith (2005), is a natural and expected part 

of the change process.  Resistance can range from subtle expressions of reluctance and 

ambivalence, to active opposition, resulting in attempts to impede, destabilise or end the 

change.   

 

Smith (2005) argues that resistance to change is at times well founded, due to the inadequate 

thought given to changes or their implementation by those responsible for initiating the 

change.  Trader-Leigh (2002) suggests that resistance can be anticipated when conducting 

major change programmes that alter the existing order.  Alterations to visions and values may 

gain satisfaction from one group at the expense of another.  

 

Armenakis et al. (1999), as cited by Self (2007), suggest that it is the responsibility of the 

change leader to guide organisational members to adopt rather than resist change.  This can 

be done by creating readiness to change.  As stated by Smith (2005), people are the main 

source and vehicle to change, so it is desirable to ensure that these people are in a state of 

change readiness.  Armenakis et al. (1999) propose that five elements are necessary to create 

change readiness.  These include: communicating the need for change, demonstrating that the 

change is the right way forward, ensuring that key personnel are supporting the change, 

developing confidence that the change can be successful, and verifying how the change will 

benefit the individual.  As highlighted by Self (2007), people rarely resist change that has 

clear personal benefits.  Waddell and Sohal (1998) note however that resistance, rather than 

being driven solely by parochial self-interest, is a function of various social aspects including 

rational, non-rational and political factors.    

 

2.3  Job Satisfaction 
 
Mumford (1991) suggests that there is no universal definition of job satisfaction; however, 

several authors have attempted to describe it.  Job satisfaction, as defined by Locke (1969) 

and cited by Lund (2003), is “a function of the perceived relationship between what one 

wants from one’s job and what one perceives it is offering” (p. 222).  Similarly, Davis and 

Newstrom (1999), as cited by Garcia-Bernal et al. (2005), describe job satisfaction as a 
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multi-dimensional concept that includes a set of positive or negative feelings by which 

employees perceive their job. 

Herzberg et al. (1959) suggest that for job satisfaction to be experienced, the fulfilment of 

‘hygiene’ and ‘motivator’ needs must be met.  Hygiene needs are concerned with the 

physical and psychological work environment.  Such contextual factors include: company 

policies, supervision, salary and team relations (Furnham, 2005).    Herzberg et al. (1959), as 

cited in Furnham (2005), propose that the fulfilment of hygiene needs prevent the risk of job 

dissatisfaction, however they do not lead directly to the experience of job satisfaction. In 

contrast, motivator needs, which are inherent within the work itself, are required to directly 

enhance job satisfaction.  Motivational factors such as achievement, advancement, 

responsibility and recognition, promote and facilitate self-actualisation (Maslow, 1954). 

 

Figure 3: Herzberg's Job Satisfaction Theory (Rollinson, 2002) 

 

The empirical basis of Herzberg’s theory has been criticised. Criticisms include that 

generalisation of the theory outside the American middle class population is limited 

(Bendian, 1992). In addition, Herzberg’s theory can also be explained by classical attribution 

theory (Heider, 1958), as cited by Buchanan and Huczynski (2004), where personal failure 

tends to be attributed to external factors (e.g., hygiene needs), and successes attributed to 

internal factors (e.g., motivator needs).  

 

Mumford’s (1994) ‘Five-factor Theory’ model conceptualises the dynamic relationship 

between individual and organisational factors when considering job satisfaction.  Mumford 

(1994) suggests that a complimentary ‘fit’ between the individual and the organisation for 
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certain factors, including ‘knowledge fit’ and ‘ethical fit’, must occur for employees’ job 

satisfaction to be optimal. 

 

                                                    
 

Figure 4: Mumford’s (1994) Five-factor Theory 
 
‘Knowledge fit’ can be achieved, as described by Mumford (1994), if the employee feels that 

their skills are being effectively used by the organisation, and that their knowledge is being 

developed by the organisation to make themselves progressively more skilled.  The 

‘psychological fit’ element of the model suggests that for job satisfaction to be experienced, 

the organisation must be capable of providing employees with a level of work status that is 

deemed acceptable to the employee.  ‘Efficiency fit’, in Mumford’s (1994) model, refers to 

the effort verses reward balance.  If the organisation is not willing to pay the employee what 

the employee perceives is rightfully justified, an efficiency fit will not occur, and the 

employee is less likely to experience job satisfaction.  Similarly, ‘task-structure fit’, which 

refers to the level of demand and fulfilment reaped from the employee when engaging in 

organisational work, and ‘ethical fit’, which measures the match between organisational and 

employee values, must be fulfilled in order to optimise job satisfaction.  

 
 
2.3.1  Job Satisfaction and Change 
 
Change programmes may alter job roles, working relationships and organisational structures 

and can have a negative impact on an employee’s job satisfaction (Nortier, 1995).  Mohram 

et al. (1998) suggest several factors that may influence, maintain or enhance the level of an 
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employee’s job satisfaction during a period of change.  Theses factors include; clear 

communication, job enrichment and learning cultures.  Spike and Lesser (1996), as cited by 

Kitchen and Daly (2002), state that communication is a key issue in successfully 

implementing change programmes, as it is used to announce, explain or prepare people for 

the positive and negative effects of the change implementation.  Job enrichment, as suggested 

by Kirk et al. (2000), relates to the amount of responsibility and control an employee has 

over their work.  Learning cultures, as noted by Graham and Nafukho (2006), promote 

employees to be curious and probe for new information which may ultimately lead to 

improved performance, competitive advantage and organisational innovation. Such factors, if 

central to a change programme, may enhance employees’ job satisfaction, counter-balancing 

the potentially negative impact of change.  

 
 
2.3.1.1 Communication and Change 
 
Communication is vital in implementing organisational change (DiFonzo & Bordia, 1998).  

The importance of clear communication during periods of change has been empirically 

demonstrated in the research.  Proctor and Doukakis (2003), propose that communication 

provides information and understanding for why change is necessary to those who are the 

subject of change, helping them to overcome the uncertainty and ambiguity of the process. 

Covin (1993), as cited by Schalk et al. (1998), similarly suggests that effective 

communication can take away at least part of the feeling of uncertainty and lack of 

information about the change, reducing speculation and unfounded fears.  Schalk et al. 

(1998) argue that employees need to perceive a need for change in order to create readiness 

for change.  Without effective communication, as proposed by Barrett (2002), change is 

impossible and change management fails.   

 

Cavanagh (2001) suggests that clear communication across an organisation is essential for 

maintaining job satisfaction during periods of change.  Reducing the uncertainty level and 

fear of change through effective communication is therefore likely to positively influence an 

employee’s job satisfaction.  Burnes (2004) suggests that the establishment of regular and 
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effective communication processes can significantly reduce people’s levels of uncertainty 

and anxiety about change.   

 

Proctor and Doukakis (2003) discuss the advantages of early involvement of employees in 

the change process. Such involvement can include consultation with employees regarding the 

need and form of the change.  Consultation can help to explore employees’ fear of change 

and can enhance their readiness for change. For example, consultation which facilitates 

ownership of change ideas, can improve employees’ perceived levels of control and 

satisfaction with the change process (Proctor & Doukakis, 2003).  In addition, if the benefits 

of change are actively debated, such discussions can help employees convince themselves of 

the need for change (Burnes, 2004).  Debate concerning the hazards of not changing can 

generate dissatisfaction with the status quo, driving a desire for change (Proctor & Doukakis 

2003).   

 

Throughout change programmes, communication should be regular, making use of formal 

and informal channels (Burnes, 2004).  Formal channels such as notice boards were the most 

commonly used method for internal communication within companies, as shown by the 

Industrial Society (1994).  The Industrial Society (1994) also suggest that team briefings 

were deemed the most effective communication method, highlighting the importance of 

verbal communication.   

 

Verbal, face-to-face communication has been identified as being more effective at generating 

greater feelings of commitment towards change, compared with written communications 

(Elving, 2006; Rollinson, 2002). Also, Postmes et al. (2000) as cited by Elving (2006) found 

that feelings of commitment and appreciation were elicited more strongly through face-to-

face communication from senior management, than informal interpersonal communication 

with peers. 
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2.3.1.2  Job Enrichment and Change 
 
Mohram et al. (1998) argues that change management programmes should consider 

communication strategies, job enrichment and organisational culture if employees’ levels of 

job satisfaction are to be maintained during change implementation.  Job enrichment 

concerns job design and the core characteristics of an employee’s job role which are crucial 

elements when considering job satisfaction.  For example, in their research involving car 

production workers, Walker and Guest (1957) as cited by Rollinson (2002) showed that 

employees can be reasonably satisfied with the job’s pay but be extremely dissatisfied with 

the work itself, demonstrating the importance of job characteristics on general job 

satisfaction.   

 

Herzberg (1968) suggests that horizontal enlargement of an individual's job, for example, 

increasing the number and variety of work tasks, and vertical expansion, including, giving an 

employee greater planning, executions and control of their work, will enhance job 

satisfaction.  Criticisms of Herzberg’s theory include “that there is no such thing as a 

universally valid prescription for enriched jobs, to which everyone will respond in an equally 

positive way” Rollinson (2002, p. 219) and that individual differences are an important 

moderator of how individuals respond to different job characteristics (Rollinson, 2002).  

 

The job characteristics model developed by Hackman and Oldham (1980) considers the 

moderating influence of individual differences on job satisfaction.  The model suggests that 

the interaction between specific job characteristics, including skill variety, task identity, task 

significance, autonomy, feedback, an individual's unique perception of such characteristics, 

and their personal need for growth, determine critical psychological states which influence 

perceived levels of job satisfaction.   

 

The critical psychological states include meaningfulness, responsibility and knowledge of 

results.  Hackman and Oldham (1980) suggests that in order for an individual to perceive 

their work as meaningful, the job must offer skill variety, clearly defined tasks and task 

significance on others.  Enhanced responsibility includes increased autonomy, discretion and 

control over work outcomes, and the work environment.  Knowledge of results is achieved 
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when an individual experiences a clear understanding and feedback of how effectively they 

perform (Rollinson, 2002).  However, Rollinson (2002) argues that there is an implicit 

assumption made by the model that individuals are driven by personal growth and that 

hygiene factors and organisational culture will facilitate experiencing the critical 

psychological states.   

 

In terms of change management, change initiatives which consider the core characteristics of 

job roles, and how an individual might experience these moderated by their personal need for 

growth, may facilitate maintaining job satisfaction and work motivation, in turn enhancing 

work performance and accelerating the acceptance of change. 
 
 
2.3.1.3  Learning Culture and Change 
 
In today’s rapidly changing business environment, the development of a robust competitive 

advantage has become an increasingly important aspect for organisational success.  As 

proposed by Dymock and McCarthy (2006), one way of creating a competitive advantage is 

to develop the skill and knowledge of the organisation’s workforce.  This can be achieved by 

adopting and developing a culture of learning within the organisation. 

 

The learning culture of an organisation, as described by Hill (1996), is a constantly changing, 

multi-faceted organism which draws on the collective energies of the learning conditions of 

its people.  Graham and Nafukho (2006) suggest that a learning culture promotes employees 

to be curious and probe for new information which may ultimately lead to improved 

performance, competitive advantage and organisational innovation.  To facilitate cultural 

change, an organisational learning process needs to take place that drives the organisation 

beyond its current understanding of itself and ways of doing things (Lakomski, 2001).  An 

organisation’s learning culture is under constant construction, and moves along an infinite 

continuum towards a harmonious learning environment (Lopez et al., 2006).  

 

In the context of change management, organisational culture can either support or stifle the 

process of change implementation within organisations.  Schwartz and Davies (1981), as 
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cited by Senior (2002), state that “culture is capable of blunting or significantly altering the 

intended impact of even well thought out changes in an organisation” (p. 155).   For an 

organisation to be successful, as proposed by Buckler (1996), its capacity to learn must 

exceed the rate of change imposed on it. 

 

As suggested by Daft (2001), cultures that are supportive of learning can help organisations 

respond well to external changes in the business environment.  Gardiner and Whiting (1997), 

as cited by Chang and Lee (2007), propose that through organisational learning, the job 

performance and job satisfaction of employees can be enhanced.  

 

Robbins (2003) suggests that an employee’s job satisfaction level will be at its highest when 

the organisational culture is congruent with the individual’s demand.  For example, an 

individual with high autonomy and a strong intrinsic desire for personal growth, will have 

higher job satisfaction under an organisational culture that promotes loose supervision and 

personal learning.   
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2.4 Conceptual Model  
 
The review of current academic literature and theory on change management and job 

satisfaction has enabled the development of a conceptual model.  The conceptual model 

(Figure 5), which draws together key elements linking change management and job 

satisfaction, will be used to appropriately answer the research question.  Each component of 

the model will now be reviewed in more detail.   

 

 
 

Figure 5: Conceptual Model (Author, 2008) 
 
 
2.4.1 Drivers for Change 
 
As proposed by Rock and Donde (2008), organisations are experiencing change at an 

increasingly rapid pace.  Landrum et al. (2000) suggest that as business environments 

become more diverse and competitive, companies must remain diligent and flexible in order 

to remain competitive.  The drivers for business change, as suggested by Kallio et al. (2002), 

can be diverse and wide ranging.  Change drivers may include new legislation, changing 

economic conditions, technology advancements and alterations in customer demands.  

Grouping environmental constituents under the mnemonic PEST (political, economic, social, 
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technological), can help organisations identify factors that may impact the business (Johnson 

& Scholes, 2002). 

 

Ivancevich and Matteson (2002) agree that PEST factors are important drivers for change but 

acknowledge that these external forces are beyond management’s control.  External forces 

are important to consider as they can cause a considerable shock to an organisation, 

prompting changes to internal systems and processes.  Ivancevich and Matteson (2002) also 

note that internal forces of organisational change, such as process considerations and human 

resource issues, which can generally be controlled by the management, can prove more 

difficult to recognise and diagnose than external forces.  

 

2.4.2 Management of Change 
 
Mastering strategies for managing change is more important today since the rate of change is 

now faster than ever before (Morgan & Brightman 2001).  By understanding the forces 

acting on a business, organisational management can develop a clear rationale for the need to 

change and plan for implementing the change.  This is commonly encompassed within an 

organisation’s strategic plan.  The strategic plan should provide answers to why the change is 

necessary, and how the organisation attempts to achieve the aims of the proposed change.   

 

Smith (2005) suggests that as people are the main source and vehicle to change, it is 

advisable to ensure that they are in a state of ‘change readiness’.  Factors that can generate 

‘change readiness’ include creating a sense of urgency for the change, providing a firm base 

for the achievement of the change, involving people in the change process and 

communicating the change purpose (Smith, 2005).  Communicating the proposed change and 

actively involving employees with the change is likely to reduce initial resistance and 

promote employee satisfaction.  As proposed by Yousef (2000), there is a positive 

relationship between attitudes towards change and employee job satisfaction.  Those who are 

satisfied with various aspects of their jobs are more likely to accept change willingly. 
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2.4.3 Communication, Job Enrichment, Learning Culture and Job Satisfaction 
 
The conceptual model has so far identified that ‘drivers for change’ are vital for companies to 

recognise, and adapt to, in order to remain competitive against rivals and secure business 

survival.  Adapting to these changing environmental conditions comes through the 

‘management of change’ phase of the conceptual model.  Through the development of a 

strategic plan, the organisation should be able to clearly understand why the need for change 

exists and how the organisation plans to implement the desired change.   

 

The next phase of the conceptual model looks at communication, job enrichment and 

learning culture.  Smith (2005) suggests that people are the most important source and 

vehicle for change to occur.  Anon (2007) warns however that if employees’ psychological 

and emotional needs are not met, change initiatives can fail.  This can occur if management is 

overly focused on implementing processes and procedures; and the ‘softer’ side of employee 

needs are overlooked. 

 

Job satisfaction, as stated by Arnold (1998), is an indicator of a person’s psychological well 

being.  Mohram et al. (1998) suggest that there are several factors that can influence, 

maintain or enhance the level of an employee’s job satisfaction during a period of change.  

These factors include communication, job enrichment and learning culture.   

 

Communication, as proposed by Cavanagh (2001), is vital for maintaining job satisfaction 

during periods of change.  Proctor and Doukakis (2003) suggest that clear communication 

channels will provide information and understanding to those who are subject to the change, 

thus reducing levels of uncertainty.  Burnes (2004) promotes the establishment of regular 

communication processes to facilitate the reduction of uncertainty levels. 

 

Job enrichment relates to job design and the core characteristics of an employee’s role, which 

are crucial elements when considering job satisfaction.  Herzberg (1968) suggests that job 

enrichment almost certainly raises levels of job satisfaction amongst employees.  Hackman 

and Oldham’s (1980) job characteristics model refers to ‘critical psychological states’ that 

can influence perceived levels of job satisfaction.  These critical psychological states, 
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including meaningfulness and responsibility, may provide a way to incorporate 

improvements into a programme of change, in order to enhance levels of job satisfaction.   

 

A learning culture within an organisation will promote employees to be curious and search 

out new information which may ultimately lead to improved performance, competitive 

advantage and organisational innovation (Graham & Nafukho, 2006).  Draft (2001) suggests 

that cultures that are supportive of learning will enable an improved organisational response 

in dealing with external changes in the business environment.  As noted by Cole et al. (2006), 

change may increase levels of job satisfaction if employees perceive that the change is a 

chance for them to grow and learn.  Robbins (2003) suggests that an employee’s level of job 

satisfaction will be at it highest level when the organisational culture is harmonious with the 

individual’s demands. 

 
 
2.4.4 Resistance to Change 
 
The notion of ‘resistance to change’ is widely acknowledged within the change management 

literature.   As highlighted by Cervone (2007), several perspectives exist for why people 

resist change.  For example, resistance can be attributed to misunderstanding the change, 

having a low tolerance to change or believing that change will generate no personal benefit.   

 

Resistance to change is an important element to consider within the conceptual model.  

Kegan and Lahey (2001) associate low levels of job satisfaction with unfavourable attitudes 

towards change.  Similarly, resistance to change and low levels of change acceptance, as 

highlighted by Wanberg and Banas (2000), can decrease levels of job satisfaction amongst 

workers.   

 

Resistance to change is a natural and expected part of the change process (Bovey & Hede, 

2001).  Waddell and Sohal (1998) suggest that resistance to change should not be viewed as a 

negative concept as change does not necessarily generate organisational success.  However, 

as proposed by Armenakis et al. (1999), minimising resistance to change is likely to reduce 

the failure rate of change initiatives.  Beer and Eisenstat (1996), as cited by Pardo del Val 
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and Fuentes (2003), state that resistance should be considered a source of information that 

can be used to further develop and improve the change process.   

 
 
2.4.5 Continuous Improvement 
 
The continuous improvement element of the conceptual model is essential for developing the 

change process and improving employee job satisfaction.  Deming (1986) suggests that 

business processes should be on a continuous feedback loop in order for staff to recognise 

and improve areas that require development.  Deming (1986) advocates the use of his PDCA 

cycle to promote and encourage organisational development and continuous improvement.     

The conceptual model illustrates that communication, job enrichment and learning culture 

can lead to job satisfaction.  The model suggests however that these key elements, which 

may influence, maintain or enhance the level of an employee’s job satisfaction, can be 

continuously improved using Deming’s PDCA cycle.  For example, the initial set up of 

communication channels to provide information about the change process may require 

improving.  Such improvements may include increasing the number of communication 

briefings to employees, in order to reduce their level of change uncertainty.  Through the 

implementation of Deming’s PDCA cycle, improvements to the change management process 

can be realised while also promoting enhancements to factors that influence the level of an 

employee’s job satisfaction.   

 
The ‘resistance to change’ element of the conceptual model also shows that it can be 

continuously improved using Deming’s PDCA cycle.  Developing readiness for change can 

minimise levels of resistance and encourage the adoption of change (Armenakis et al, 1999).  

Elements that enhance readiness for change, such as communicating the need for change or 

ensuring that key personnel are supporting the change, should be continuously improved.  By 

improving such factors, the implementation and the management of the change process is 

likely to become easier and more successful. 
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2.5  Chapter Summary 
 
This chapter has provided a summary of current academic literature and theory on change 

management and job satisfaction.  The review of literature enabled the development of a 

conceptual model.  Each component of the conceptual model was fully explained and 

justified within the chapter.  The conceptual model, which draws together key elements 

linking change management and job satisfaction, can now be used to answer the research 

question within the dissertation. 

 



___________________________________________________________________________ 

___________________________________________________________________________ 
29

3 Methodology 
 
3.1  Introduction 
 
This chapter describes the methodological procedures employed to answer the research 

question.  A rationale is offered for the chosen research philosophy, approach, strategy, 

purpose and time-horizon.  Rejected methods are also discussed.  Selected data collection 

and sampling methods are described and issues relating to validity, reliability and 

triangulation are considered. In addition, consideration of ethical issues and limitations of the 

research methodology are provided.  Overall, the chapter facilitates replication of the 

research methods employed, supporting the study’s reliability (Fink, 2003). 

 
The research for this study was conducted at UPM-Shotton between February and March 

2008.  The study was fully approved by both UPM-Shotton’s General Manager and the 

Human Resource Director before any data was collected from within the company.  
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3.2  Methodological Considerations 
 
The conceptual model, shown in Figure 5, demonstrates how the research question has 

evolved from the research literature. In order to answer the research question, a clear rational 

for the most appropriate methodology was sought.  By considering the conceptual model, and 

each layer of Saunders et al.’s (2007) research ‘onion’ model, a clear framework for the most 

suitable research method and strategies, required to address the research question, were 

found. 

 
Saunders et al.’s (2007) research ‘onion’ model initially encouraged the researcher to 

determine an appropriate research philosophy.  The research philosophy promotes 

consideration on how knowledge should be developed in order to answer the research 

question.  Having decided on a suitable research philosophy, other methodological elements 

were subsequently considered.  Each layer of Saunders et al.’s (2007) research ‘onion’ are 

discussed in order to explain why each element was selected, and how this assisted in 

answering the research question.  

 
 

 
 

Figure 6: Saunders et al. (2007) ‘Research Onion’ 
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3.2.1  Research Philosophy 
 
The outer layer of Saunders et al.’s (2007) research ‘onion’ refers to the research philosophy.  

An interpretivist approach was selected which emphasises the necessity for the researcher to 

appreciate variations between humans and the interpretation of their social role (Saunders et 

al., 2007).  However aspects of a positivist philosophy were also incorporated in the current 

research philosophy, including quantitative methods and statistical analysis, to improve the 

generalisability of the findings.  

 
 
3.2.2  Research Approach 
 
The second layer of Saunders et al.’s (2007) research ‘onion’ refers to the research approach.  

A combined approach, using both inductive and deductive elements, was used for this study.  

In general terms, an inductive approach was used to examine themes and categories that 

emerged from the research data.  The emergent themes allowed for the development of 

appropriate research theories and recommendations.  Elements of a deductive approach were 

also integrated into the research, with existing theory being used to formulate the conceptual 

model.  Employing the deductive approach enhances the generalisability of the research 

(Saunders et al., 2007).  In addition, the use of structured questions and quantitative data 

improved the reliability and validity of the findings.  This combined approach was used 

because the researcher was interested in understanding why between-group differences 

occurred, as well as identifying what differences were occurring between-groups. 

 
 
3.2.3  Research Strategy 
 
The third layer of Saunders et al.’s (2007) research ‘onion’ refers to the research strategy. A 

holistic case study strategy and survey methods were used to investigate the research 

question and aims.  Surveys allow the collection of large amounts of data from a large 

population efficiently and economically.  This strategy allows for the collection and analysis 

of quantitative data using descriptive and inferential statistics.  The quantitative data 

collected was used to formulate reasons for relationships between variables.  Sampling 

methods can generate findings that are representative of the whole population (Saunders et 

al., 2007).   
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3.2.4 Research Choice 
 
The fourth layer of Saunders et al.’s (2007) research ‘onion’ model refers to research choice.  

‘Mixed-method’ research was chosen for this study as it incorporated the use of both 

quantitative and qualitative data collection techniques.  As proposed by Saunders et al. 

(2007), a major advantage of using mixed-methods over mono-methods, is that triangulation 

can take place.   

 
 
3.2.5  Time-horizon 
 
The fifth layer of Saunders et al.’s (2007) research ‘onion’ refers to the research time-

horizon.  Given the time constraints for this study, a cross-sectional research design was 

chosen to provide a ‘snap shot’ of current levels of job satisfaction and change processes at 

UPM-Shotton.   

 
 
3.2.6  Research Purpose 
 
The purpose of the research was to investigate which factors influence levels of job 

satisfaction amongst employees involved in a change programme, compared with levels of 

job satisfaction of employees not involved in a change programme, within a manufacturing 

environment.  In order to answer the research question, a conceptual model was formulated 

from existing literature on change and job satisfaction.  Typical to exploratory research, the 

survey questionnaire evolved from responses from the semi-structured interviews.  An 

explanatory approach was also adopted, which involved correlational analyses, to explain the 

relationship between variables. 

 

3.2.7  Rejected Methods 

 
When determining the most appropriate research methodology to use for this study, several 

research designs were initially considered, and subsequently rejected.  The rejected 

methodologies, and the rationale for their elimination, are now discussed.   
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Elements of a positivist philosophy were included in the research to enhance the 

generalisability of the findings.  However, a dominant positivist philosophy was rejected, as 

constructing law-like generalisations would overly simplify the complexities of 

organisational behaviour.   

 

A wholly deductive approach was deemed inappropriate for this study and was therefore 

rejected.  A deductive approach requires the development of an initial theory and hypotheses 

which are subjected to thorough and rigorous testing (Saunders et al., 2007).  The author 

believed that the current study did not require an initial theory for testing to answer the 

research question.  A combined approach was therefore selected as it provided both inductive 

and deductive elements.   

 

A longitudinal study design was considered to compare levels of job satisfaction, and factors 

influencing job satisfaction, over the course of the change programme.  However, this 

approach was rejected due to time constraints of the research study.  In addition, the use of 

secondary data was deemed impractical as no historical questionnaire data was available 

from the organisation that was directly comparable to the primary data.   

 

A mono-method procedure was considered for the research, which would use a single data 

collection technique and corresponding analysis.  This method was rejected however in 

favour of mixed-method research which uses both quantitative and qualitative data.  As 

previously stated, the advantage of using multi-methods over mono-methods is that 

triangulation of different data collections techniques can take place.   

 
 
3.3  Research Procedures 
 
3.3.1  Data Collection Methods and Triangulation 
 
Triangulation was demonstrated through the use of different data collection techniques, 

which enhanced the validity of the information gathered.  Triangulation is described as the 

combination of two or more methods of data collection, when studying the same 

phenomenon.  The advantage of triangulation, as described by Jack and Raturi (2006), is that 
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complementary methods will counterbalance the inherent weaknesses of one approach with 

the strengths of another.  Within this study, semi-structured interviews were initially carried 

out to identify UPM-Shotton’s approach to change management and to explore aspects of job 

satisfaction.  Saunders et al. (2007) note that qualitative research data from semi-structured 

interviews can limit the generalisability of the findings.  To overcome this, the semi-

structured interviews were followed by a survey questionnaire.  The survey questionnaire 

was handed out to the appropriate groups for completion.  Participants also completed a 

standardised questionnaire to measure their perceived level of job satisfaction.   

 
 
3.3.2  Semi-Structured Interviews   
 
In order to gather views on change management and job satisfaction within UPM-Shotton, it 

was deemed appropriate to conduct semi-structured interviews.  Semi-structured interviews 

were seen as an appropriate initial method of data collection, providing opportunity to probe 

and explore interviewees’ ideas and perceptions of the key themes of the conceptual model, 

whilst allowing exploration of emerging themes not previously considered in the conceptual 

model, therefore adding significance to the data (Saunders et al., 2007). 

 

To counteract potential sources of bias and to enhance the reliability of the qualitative data 

collected, a standardised information sheet (Appendix 1) was given to potential participants 

to read, 24 hours before the interview.  In addition, participants were also asked to sign a 

consent form (Appendix 2) in keeping with the ethical considerations of the study.  An open 

question style was used throughout the interview which encouraged participants to respond 

openly to the questions.  The interviewer was also mindful of non-verbal communication 

when conducting the interviews. In total, eight interviews were carried out between the 14th 

of February and the 22nd of February 2008. 

 

When conducting the semi-structured interviews, an ‘active follow-up strategy’ was used.  

This strategy involved asking participants introductory open questions based on the key 

themes of the conceptual model, followed by prompting questions to provide further 

exploration and focus of an area of significance (Saunders et al., 2007).  Kvale’s Process 
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Typology, as cited in Wengraf (2001), was adhered to when designing the follow-up 

questions, which included specifying questions to source precise descriptions or experiences, 

and interpretive questions to clarify the interviewer’s understanding of the interviewees’ 

responses. 

 

The interview data was analysed using King’s (2004) template analysis approach, as cited by 

Cassell and Symon (2004).  Template analysis was selected as an appropriate method as its 

flexibility combined both the deductive approach with data categorisation being 

predetermined, based on the conceptual model and existing theory, and the inductive 

approach with emerging themes being inserted into the coding hierarchy.  Template analysis 

advocates a hierarchical method of categorising and coding of the data.  Initially the main 

categories and sub categories were based on the conceptual model.  As the interview data 

collection progressed, further categories emerged which were inserted into the hierarchical 

framework.  Analytical linkages between different categories were observed and interpreted.  

The hierarchical coding system allowed the data to be systematically and rigorously analysed 

(Saunders et al., 2007). 

 

Patton’s (1990) 6 x 3 Checklist of Possible Questions was used by the researcher to help 

identify appropriate questions for the research. The questions and themes used for the semi-

structured interview can be found in Appendix 3.  The following section describes the 

rationale for why each question was posed.   

 

Questions on Change: 
 
Question 1 was designed to elicit the interviewee’s opinion on the management of major 

change initiatives within UPM-Shotton. 

 

Questions 2 and 3 drew on the interviewee’s knowledge of previous change initiatives and 

identified whether these changes were planned or emergent.  This provided an indication of 

how previous change initiatives had been managed. 
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Questions 4 and 5 were designed to discover whether the interviewee believed that change 

was driven from ‘top-down’ or ‘bottom-up’ within the organisation, and how involved they 

have felt with current or previous change initiatives.   

 

Question 6 ascertained whether resistance to change was experienced during previous or 

current change initiatives within UPM-Shotton, and how resistance to change was managed. 

 

Questions on Job Enrichment: 
 
Question 7 gave respondents an opportunity to identify and reflect on how the TPM 

implementation had impacted or changed the core characteristics of their job role.   

 

Questions 8 and 9 sought to identify if respondents perceived that the meaningfulness of their 

work tasks had changed, in terms of skill variety and task significance, during the TPM 

change programme. 

 

Questions 10 and 11 investigated how the TPM initiative had impacted on the interviewee’s 

autonomy over work task scheduling and their perceived responsibility of work outcomes. 

 

Question 12 explored how the change programme provided employees with feedback on how 

effectively they perform. 

 

Questions on Learning Culture: 
 
Question 13 was asked to clarify how the employee perceived the organisational culture.  For 

example, was there dominance of a learning culture, a blame culture or of sub-cultures? 

 

Questions 14 and 15 identified what types of learning experience were encouraged and 

supported.  For example, planned learning (teaching and training), unplanned (self directive 

learning), systematic problem solving, experimentation, learning from others and transferring 

knowledge through the organisation. 

Question 16 identified how the respondent believed the organisation measures learning. 
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Questions on Communication: 
 
Questions 17 and 18 explored the types and variety of communication methods that had been 

experienced and valued by the employee regarding the TPM change programme.  Research 

has shown that verbal and face-to-face communication is particularly valued by employees 

during change programmes (Elving, 2006). 

 

Question 19 investigated whether the respondent believed that employees had experienced 

involvement, in the early stages of the change process implementation. 

Question 20 identified the employee’s view on the current communication processes 

employed.  Burnes (2004) suggests that the establishment of regular and effective 

communication processes can significantly reduce people’s levels of uncertainty about 

change. 

 

Having conducted the semi-structured interviews, the design of the survey questionnaire 

could then proceed.  The following section describes how this was carried out. 
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3.3.3  Survey Questionnaire 
 
In order to gather the required data on change management and job satisfaction from UPM-

Shotton employees, a survey questionnaire was developed.  The design of the survey 

questionnaire was aided by the literature review and from the semi-structured interview 

responses.  A survey questionnaire was deemed appropriate for this study as it would allow 

the data, from both sample groups, to be collected in a quick and efficient manner.  The use 

of survey questionnaires, as proposed by Saunders et al. (2007), allows the analysis of 

quantitative data using descriptive and inferential statistics.  The data obtained can also be 

used to suggest possible relationships between variables. 

 

Appropriate closed questions were selected for the survey questionnaire.  The advantage of 

using closed questions is that responses would be more reliable and lend themselves more 

readily to statistical analysis.  Open questions were not selected for the survey as they can 

prove to be very difficult to compare and interpret (Fink 2003).  As proposed by Dillman 

(2000), three types of data variable exist when collecting information through questionnaires.  

These include opinion, behaviour and attribute data.  The designed survey questions 

contained all types of data variable, although opinion data was the dominant variable.  Using 

Saunders et al.’s (2007) questionnaire ‘checklists’, the wording and order of questions in the 

survey were modified to align with the recommendations.  Also, in terms of the questionnaire 

being understood by respondents, Foddy’s (1994) ‘constructing questions’ process, as cited 

by Saunders et al. (2007), was closely followed to ensure the validity and reliability of the 

questions within the survey questionnaire.  

 

To improve the reliability of the quantitative data and to reduce the sources of bias, a 

standardised information sheet was given to all survey participants to read, 24 hours before 

the questionnaire was handed out.  Each self-administered questionnaire was delivered by 

hand to each respondent and collected as soon as it had been completed.  In total, 78 survey 

questionnaires were completed between the 31st March and the 13th April 2008.   

 

The following section describes the rationale for why each question in the survey 

questionnaire was posed.   
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Demographic Questions 
 
Questions 1, 2, 3 and 4 provided basic demographic data concerning the respondents of the 

survey and standardised questionnaires.  The collected data allowed for between-group 

comparisons to be made in relation to gender, age, length of service and the job role of 

participants. 

 

Questions on Job Enrichment 
 
Questions 5, 6 and 7 identified the respondents’ critical psychological states.  As proposed by 

Hackman and Oldham (1980), meaningfulness, responsibility and knowledge of results are 

critical psychological states that influence levels of employee job satisfaction. 

 

Questions on Learning Culture 
 
Question 8 determined if respondents believed that UPM-Shotton’s current culture is 

supportive of learning.  Chang and Lee (2007) suggest that a supportive learning culture 

within an organisation can improve the job performance and job satisfaction of employees. 

 

Question 9 assessed the level of motivation respondents had to learn and use new skills at 

work.  As stated by Herzberg (1966), as cited by Cooper et al. (1998), motivators such as 

skill use and job challenge can enhance satisfaction levels. 

 

Question 10 established whether respondents believed that the TPM change programme 

could provide them with opportunities to learn and acquire new skills.  Change may increase 

levels of job satisfaction if employees perceive that the change is a chance for them to learn 

and grow (Cole et al., 2006). 

 

Questions on Change 
 
Question 11 drew out the level of involvement the respondent had experienced through the 

initial stages of the TPM programme.  Early involvement of employees in the change process 

can be advantageous (Proctor & Doukakis, 2003).  For example, consultation can improve 

employees’ perceived levels of control and satisfaction with the change process. 
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Question 12 evaluated the level of confidence that the respondent had for the success of the 

TPM change programme.  As suggested by Armenakis et al. (1999), developing confidence 

that the change can be successful, is likely to improve change readiness and the ability to 

adopt change. 

 

Question 13 determined how much support respondents believed was given to the TPM 

programme by key organisational personnel.  Armenakis et al. (1999) and Smith (2005) 

suggest that for effective management of change to occur, the support of key personnel is 

vital. 

 

Questions on Communication 
 
Question 14 assessed how internal communications had developed respondents’ 

understanding, in terms of the need and benefits of TPM.  Understanding the reason why 

change is necessary helps people to overcome the uncertainty and ambiguity of the process 

(Proctor & Doukakis, 2003).  This is highlighted on the conceptual model under ‘drivers for 

change’, ‘change management’ and ‘communication’.  In addition, Cavanagh (2001) links 

clear communication and low uncertainty levels with increased job satisfaction. 

 

Question 15 explored the perceived frequency of face-to-face communication from senior 

management, regarding the TPM change programme.  Themes from the semi-structured 

interviews suggest that face-to-face communication from senior management is particularly 

valued within UPM-Shotton.  This was reinforced in the research by Elving (2006) who 

suggested that feelings of appreciation and commitment were elicited more strongly through 

face-to-face communication from senior management than informal interpersonal 

communication with peers. The correlation between the perceived frequency of senior 

management communication and job satisfaction levels were explored in the findings. 

Question 16 evaluated the perceived effectiveness of various TPM communication methods 

within the mill.   
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Question on Continuous Improvement 
 
Question 17 discovered if respondents perceived that continuous improvement could 

encourage and develop organisational change within UPM-Shotton.  This supported the 

addition of Deming’s (1986) PDCA cycle within the conceptual model. 

 
 
3.3.3.1  Pilot of Questionnaire 
 
Prior to using a survey questionnaire to collect data, Saunders et al. (2007) advise that the 

questionnaire should be piloted.  The purpose of piloting the questionnaire is to check that 

respondents do not experience problems in understanding or completing the questionnaire.  

The feedback received from respondents during the piloting phase allowed for suggested 

questionnaire improvements to be made before undertaking the study’s main data collection 

phase.  An evaluation of the collected pilot data also provided an appraisal of the 

questionnaires’ validity and the probable reliability of the data collected (Saunders et al., 

2007). 
 

The questionnaire was piloted on the 28th of March 2008.  As supported by Fink’s (2003b) 

suggestion, a minimum of ten people were asked to complete the pilot questionnaire.  Once 

respondents had completed the pilot questionnaire, they were then asked for their feedback.  

For example, respondents were asked to evaluate the clarity of the questionnaire’s 

instructions, the relevance of specific questions and the overall layout of the questionnaire.  

As suggested by Bell (2005), respondents’ opinions on major topic omissions and length of 

time taken to complete the questionnaire were also sought.  
 

The feedback received from respondents during the pilot phase of the questionnaire provided 

the researcher with an opportunity to make improvements to the questionnaire, in readiness 

for the main data collection phase.  Several improvements were made, including, rewording 

question 7 to improve the question’s clarity, replacing dark coloured text shading with lighter 

colours to improve readability of instructions, and increasing the space between questions 18 

to 39, to improve overall layout.  Despite reservations from the researcher that the newly 

enhanced questionnaire would be six pages long, respondents were content as the 

questionnaire remained ‘quick and easy’ to complete. 
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3.3.3.2  Sampling Group 
 
In order to answer the research question, suitable research data was first collected.  A census, 

which collects data from every case or group member, was discounted for this study due to 

the time constraints.  Different sampling techniques were considered until the probability 

approach was selected as the most suitable option.  As noted by Saunders et al. (2007), 

probability sampling is generally associated with survey-based research strategies and can be 

divided into four main process stages.  These include, identifying an appropriate sampling 

frame, deciding the sample size, selecting a suitable sampling technique and checking that 

the sample is representative of the population (Saunders et al. 2007).  

 

The sample frame for this study consisted of the complete list of current UPM-Shotton 

employees.  The accurate and up-to-date list of 405 names was provided to the researcher by 

a member of the Human Resources department at UPM-Shotton.  With reference to the 

study’s research question, the selected sample group consisted of employees actively 

involved with the TPM change programme (Group 1 members) and employees not yet 

actively involved in the change programme (Group 2 members).   

 

Using selective sampling (for Group 1) and a stratified random sampling technique (for 

Group 2), an appropriate sample was established.  Group 1 members were automatically 

selected for the sample through their active involvement in one of the TPM change 

programme teams, including the 5S team, Focused Improvement team, Autonomous 

Maintenance team and the Professional Maintenance team.  In total, thirty names were 

selected for Group 1 as this incorporated all ‘actively involved’ members.  Group 2 members 

were selected for the sample by initially assigning each name with a unique number.  Using 

Morris’s (2003) random numbers table, as shown in Saunders et al. (2007), forty-eight names 

were selected.  This provided a total sample of seventy-eight respondents from both Group 1 

and Group 2. 

 
 

 



___________________________________________________________________________ 

___________________________________________________________________________ 
43

To ensure that the sample was representative and statistically significant of the total 

population, a calculation was required to establish the minimum sample size.  As 

recommended by Saunders et al. 2007, the following formula, which incorporates all the 

essential elements for accurately determining the minimum sample size, was selected. 

 

N = p%   x   q%   x   [ z ]2 

                                e% 
 

Where:   

N  =  minimum sample required. 

 p%  =  the proportion belonging to the group. 

 q% = the proportion not belonging to the group. 

 z = the z value corresponding to the level of confidence required. 

e% = the margin of error required. 

 

The minimum sample size based on a 95% level of confidence (z value of 1.96) was 86.  

Where the population is less than 10 000, an adjusted minimum sample size can be calculated 

without affecting the accuracy of the study (Saunders et al., 2007).  The adjusted minimum 

sample size was therefore calculated as being 78. 

 
 
3.3.4  Standardised Questionnaire 
 
Standardised questions, taken from Cooper et al.’s (1987) Occupational Stress Indicator 

(OSI), were incorporated into the survey questionnaire (questions 18 to 39) in order to 

measure the job satisfaction of respondents.  Roberston et al. (1990) indicate that the measure 

of job satisfaction within the OSI shows acceptable validity.  As described by Arnold et al. 

(1998), the questions and statements of the OSI ask respondents to rate how they think and/or 

feel about their job as a whole (global job satisfaction), and about particular aspects of the 

job itself (job facet satisfaction).  The standardised questionnaire used Likert scaling to 

provide the researcher with definitive measures of respondents’ job satisfaction levels.  The 

measured job satisfaction levels of both Group 1 and Group 2 respondents are shown and 

compared in Chapter 4. 
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3.4  Ethical Considerations 
 
The ethical implications of the research, that could adversely affect participants and the 

organisation, were carefully considered when planning the research design and methodology.  

The research methodology was therefore adapted in line with suitable ethical principles.  

Appropriate action was taken concerning informed consent, the right of respondents to 

withdraw, the protection of anonymity, practitioner-researcher issues, the potential distress of 

participants and the personal safety of the researcher.   

 

Informed consent was obtained from participants by ensuring that they had access to the 

project information sheet (Appendix 1) prior to their participation in the research.  In 

addition, participants of the semi-structured interviews were asked to sign a consent form 

(Appendix 2) which emphasised the voluntary nature of the research, and the participants’ 

right to withdraw at any point.  Participants were also made aware that they had the 

opportunity to ask questions, at anytime, throughout the research process.   

 

When recruited to the research, participants were informed that their responses would be 

treated with confidentiality.  The questionnaires were anonymous to protect the identity of 

participants and to encourage open and honest feedback.  After the completion of each 

questionnaire, the researcher ensured that participant feedback was promptly written-up and 

securely stored on the researcher’s computer, with password protection.   

 

Interviews and questionnaires can be intrusive and may provoke anxiety and stress in 

participants (Saunders et al., 2007).  A point of contact was therefore identified in 

occupational health where participants, if distressed, could be offered information by the 

researcher about accessing the appropriate help.   

 

The personal safety of the researcher was also considered during the data collection phase.  

The researcher was aware not to divulge any personal information, such as home address or 

private telephone number, to participants during the study.  The overall risk to the 

researcher’s safety was deemed extremely low given that all participants were employees of 

UPM-Shotton and that all questionnaires were conducted during daylight hours.   
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3.5  Analysis of Data 
 
This study analysed the obtained data using both descriptive and inferential statistics.  As 

stated by Fink (2003c), “statistics is the mathematics of organising and interpreting 

numerical information” (p. 25).  Descriptive statistics, such as data ranges and means, 

provided simple summaries of the immediate data while inferential statistics, such as 

correlation analysis, were used to develop conclusions that extend past the immediate data.   

 

The raw data, initially collected from the survey and standardised questionnaires, was 

transferred and recorded on to an Excel spreadsheet.  A selection of this collected raw data is 

shown in Appendix 4.  The data gathered, from Group 1 and Group 2, was then analysed 

using appropriate statistical analysis tools within Excel’s data analysis ‘Toolpak’.  Excel’s 

Toolpak was chosen over other computer-based statistical analysis programmes, such as 

SPSS, SAS or Stata, as it was commonly used by the researcher and was deemed powerful 

enough to undertake the required analysis.  Disadvantages of the Excel software, such as the 

lack of regression diagnostics and hierarchical regression features were considered, but 

deemed non-critical for this study. 

 

When selecting the most relevant statistical analysis tools to use within the study, the 

researcher initially determined whether the data provided by each question was nominal, 

ordinal or numerical.  Following this, dependent and independent variables were then 

identified. As noted by Fink (2003c), the choice of method for analysing survey data is 

dependent on the type of data available and the number of dependent and independent 

variables involved. 

 

The data collected from the survey questionnaire consisted largely of numerical, dependent 

and independent variables.  To appropriately analyse this data, the researcher selected 

Student’s t-test and Pearson’s product moment correlation coefficient (PMCC).  Student’s t-

test was selected to analyse between group differences concerning the dependent variables.  

As highlighted by Hays (1994), as cited by Saunders et al. (2007), the requirement of normal 

distribution and equal variance between groups, when conducting a t-test, can be ignored if 

the two samples are of similar size.  Pearson’s PMCC was selected to measure the strength of 
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correlation between respondents’ job satisfaction levels and elements of the survey 

questionnaire.  Descriptive statistics, such as means, standard deviations and ranges were 

also used to analyse the data.  In addition, appropriate tables and charts were produced to 

further illustrate the research findings.   

 
 
3.6  Chapter Summary 
 
This chapter has described the methodological procedures that were used to answer the 

research question.  Clear justification has been offered explaining the reasons for selecting 

the research philosophy, approach, strategy, purpose and time-horizon for the project.  In 

addition, rejected methods were also considered and explained.  Data collection methods and 

triangulation were discussed and relevant issues relating to the study's reliability and validity 

were considered.  A clear rationale was then specified for each selected question in both the 

semi-structured interview and the survey questionnaire.  The appropriate sample size was 

calculated for the study and ethical considerations were noted.  Finally, the methods selected 

for conducting data analysis in Chapter 4 were fully explained and justified.  Chapter 4 now 

follows. 



___________________________________________________________________________ 

___________________________________________________________________________ 
47

4 Findings 
 
4.1  Introduction 
 
This chapter presents the findings of the research, including the qualitative data from the 

semi-structured interviews and the quantitative data from both the survey and standardised 

questionnaires.   

 

The findings from the semi-structured interviews relate to the views of selected UPM-

Shotton employees on change management and job satisfaction, and are expressed using 

descriptive analysis and direct quotes where appropriate.  The findings from the survey and 

standardised questionnaires are deduced using the analytical methods described in section 

3.5.  The calculated results are then described and illustrated using appropriate tables and 

charts.  

 

Please note that this chapter (Chapter 4) does not draw any conclusions on the results shown.  

The conclusions to the findings are shown exclusively in Chapter 5.  

 
 
4.2  Findings from Semi-Structured Interviews 
 
Semi-structured interviews were deemed an appropriate method for collecting data as they 

gave the researcher an opportunity to probe and explore interviewees’ ideas and perceptions 

of the key themes of the conceptual model.  As previously stated, the semi-structured 

interviews also allowed for the exploration of emerging themes not previously considered 

within conceptual model.  Eight semi-structured interviews were carried out between the 14th 

of February and the 22nd of February 2008.  The selected interviewees were from a mixture 

of disciplines, including operations, research and development, engineering and finance, and 

were at varying levels of seniority within the organisation.   

 
 
 
 
 
 
 



___________________________________________________________________________ 

___________________________________________________________________________ 
48

4.2.1 Change Management 
 
The respondents of the semi-structured interviews believed that UPM-Shotton had used both 

planned and emergent change management processes over recent years.  As suggested by 

Interviewee 3, "the nature of the change determines the process that is followed".  Examples 

of both planned and emergent changes were provided by each interviewee.  Interviewee 6 

believed that employees within UPM-Shotton preferred the "short, sharp shock of project 

work" (planned change) over "the daily grind of continuous change" (emergent change).  

Interviewee 2 however suggested that many of the most successful changes within the 

organisation have 'emerged' over time by 'stealth'.  An example of this was given relating to 

the reduction of the workforce at UPM-Shotton, without the need for making redundancies. 

 

The general consensus amongst respondents on 'who is responsible for driving change within 

UPM-Shotton' was highlighted to be the members of the mill management team (MMT).  

Interview respondents believed that MMT members were fully responsible for recognising 

relevant drivers for change within the external business environment and for the overall 

outcome of the selected change initiatives.  Interviewee 1 highlighted however that change 

initiatives within UPM-Shotton are generally lead by second line managers (SLM) who then 

report the progress made to the relevant MMT level manager.   

 

Similarly, all respondents of the semi-structured interviews believed that change ideas could 

be generated from anywhere within the organisation.  To have these change ideas 

implemented however, required the backing and commitment of MMT members.  As 

suggested by Interviewee 8, "lots of great ideas come from all areas of the mill but must be 

adopted and given the stamp of approval from the top, before the idea can be given a chance 

of success".   

 

In relation to the management of change, respondents were asked how they believed 

resistance to change was managed.  Interviewee 5 believed that "resistance is actively 

managed and always considered".  Conversely, Interviewee 2 did not recognise an 'active 

strategy' for dealing with resistance and questioned whether senior management carried out 

any sort of learning review when confronted by resistance.  Interviewee 3 stated that 
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resistance is an expected part of any change and suggested that if a change occurred without 

any resistance, "questions would be asked!"  Several examples of how management at UPM-

Shotton had positively overcome resistance to change were provided by respondents.  The 

emerging theme suggested that clear communication, consultation, involvement and active 

listening were key elements used to reduce or eliminate resistance to change.    

 
 
4.2.2 Job Enrichment 
 
Respondents were asked whether the TPM change programme had impacted upon their 

current job role.  Interviewee 7 suggested that TPM had simply increased everyone's 

workload, but could understand that a “short term pain” may be required to achieve the 

“longer term gain”.  Of the eight semi-structured interviews carried out, only two 

respondents believed that the TPM programme had impacted upon the core characteristics of 

their job role. However, Interviewee 5 believed that the TPM change programme had 

provided them with the opportunity to use different skills and work with a variety of different 

people.  Interviewee 2 highlighted the positive benefits of team learning and feedback, and 

stated that "small working groups tend to promote cross fertilisation of knowledge - each 

group member brings something different to the team, so we can all learn something new".  

Similarly, as suggested by several of the respondents, personal responsibility for successfully 

completing work tasks is heightened when working in TPM groups.  "Nobody wants to be 

viewed as the weakest link of the team, so a clear desire exists to make sure the group 

achieves its goals" (Interviewee 4).   

 
During the semi-structured interviews, respondents were asked to review several other 

aspects of job enrichment.  For example, respondents were invited to evaluate whether they 

believed that the TPM change programme had increased the significance of their work tasks, 

in terms of impacting on the work or lives of other employees.  Interviewee 7 believed that 

several of the TPM project groups had made a positive contribution to improving the work 

lives of several UPM-Shotton employees; "The 5S team have provided the wrapline 

operators with a much improved environment to work in and have helped solve some of the 

chronic problems that were making their lives hell”.  Interviewee 6 also believed that the 

change programme had positively increased the significance of their work tasks on others.  
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Through the newly implemented TPM auditing process, Interviewee 6 was able to provide 

support, guidance and understanding to employees keen to pass an audit.  Once the audit was 

successfully completed, the message of a job well done could be communicated thus 

enhancing the self esteem of the people involved. 

 
 
4.2.3 Learning Culture 
 
When respondents were initially asked to describe the overall culture of UPM-Shotton, 

relatively negative responses were attained.  Interviewee 4 described the culture as 

“confused, insecure and bitter, with pockets of acceptance in places” while Interviewee 3 

suggested that UPM-Shotton’s culture was “sceptical, cynical and apathetic” and that 

employees ran from “one problem to the next in fire-fighting mode”.  In addition, Interviewee 

2 proposed that the management culture at UPM-Shotton was “dictatorial rather than 

consultative” and that “debate takes preference over action!”  Despite the many negative 

aspects highlighted by respondents of UPM-Shotton’s current culture, Interviewee 5 believed 

that some positive elements, including learning, exist within the culture. 
 

As suggested by Interviewee 5, “learning is fully engrained within the UPM management 

structure and organisational vision” (under ‘skilled and motivated people’).  Several 

examples exist to support this view, including, the Personal Performance Review (PPR) 

system, Investors in People (IIP) accreditation, in-house computer based learning 

programmes and numerous internal and external training courses.  Despite this, Interviewee 6 

supported the notion that “learning is encouraged but there is a lack of support from many 

managers”.  Similarly, Interviewee 1 noted that “UPM-Shotton is committed to training and 

learning but does not have the procedures and processes in place to support it at the 

moment”. 
 

Within the semi-structured interview, respondents were asked how they thought knowledge 

was transferred throughout the organisation.  Most of the interviewees believed that many of 

the knowledge transfer processes currently used at UPM-Shotton were informal and 

unstructured.  Interviewee 8 suggested that Standard Operating Procedures (SOP) and One 

Point Lessons (OPL) combined with skills matrices and training records may help to 
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formalise and improve the way knowledge is transferred within the organisation.  

Respondents also believed that understanding the impact and value of the transferred 

knowledge was important.  Interviewee 7 believed that “no robust process is currently in 

place to evaluate organisational learning within UPM”.  As suggested by Interviewee 2, 

“basic attempts to evaluate training have been created but measuring the benefit analysis of 

somebody’s learning is almost impossible!”  

 
4.2.4 Communication 
 
Respondents of the semi-structured interviews were asked how the TPM change programme 

had initially been communicated to them.  Six of the interviewees recalled that the then 

Operations Director had sat with them individually to explain the TPM change programme 

face-to-face, whereas two interviewees had received the TPM communication through a 

formal presentation held during a training and communication day (T&C).  When asked their 

opinion on the most effective form of communication channel, all respondents believed that 

face-to-face communication was the most effective.  As proposed by Interviewee 4 “face-to-

face communication creates interaction and gets people involved”.  UPM-Shotton currently 

uses a wide variety of communication channels to promote the TPM change programme 

across the organisation.  Methods used have included, face-to-face discussions using 

communication boards, formal presentations, informal discussions, notice boards, e-mail, 

leaflets, newsletters and the intranet. 
 

Within the semi-structured interview, respondents were also asked to evaluate the level of 

involvement they and other employees had experienced in the early stages of TPM 

implementation.  In terms of TPM involvement, Interviewee 5 stated that “lots of 

management were heavily involved at the beginning while lots of other staff only skimmed the 

surface”.  Similarly, Interviewee 6 suggested that “most people within the organisation are 

TPM bystanders”.  The variation of employee involvement was derived through the 

implementation of the ‘pilot phase’ of the TPM change programme.  Employees selected on 

the initial ‘pilot phase’ of the programme experienced greater amounts of relevant 

communication, relating to the TPM change programme, than employees not selected or 

involved in the pilot phase.     



___________________________________________________________________________ 

___________________________________________________________________________ 
52

4.3 Findings from Survey Questionnaire 
 
4.3.1  Demographic Data 
   
The following section illustrates the demographic data collected from the survey 

questionnaire. (Questions 1 to 4) 

 

Chart 1 shows the number of males and females in Group 1 and Group 2. The total sample 

(N=78) consisted of 73 males (94%) and 5 females (6%). 

 
Chart 1 

 

 
Source: Job satisfaction and change questionnaire findings (Author, 2008) 
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Chart 2 illustrates the age range of respondents in Group 1 and Group 2.  The Group 1 

sample (N=30) demonstrates that the greatest proportion of survey respondents were aged 

between 40 and 49 years (53%).  The mean age of Group 1 respondents was 47.13 years 

(SD=6.73), ranging from 33 to 61 years.  The Group 2 sample (N=48) shows that the largest 

proportion of survey respondents were also between 40 and 49 years of age (50%).  The 

mean age of Group 2 respondents was 49.10 years (SD=6.77), ranging from 28 to 62 years. 

 
Chart 2 

 

 
Source: Job satisfaction and change questionnaire findings (Author, 2008) 

 
 
A two-sample unpaired t-test, assuming equal variances, was carried out to evaluate whether 

evidence of a statistically significant difference between Group 1 and Group 2 existed.  The 

groups did not differ significantly in terms of the respondents’ ages (t(76)=1.25, p > .05), 

therefore the null hypothesis (H0) was accepted.  As previously stated by Hay (1994) the 

requirement of normal distribution between groups, when conducting a t-test, can be ignored 

if the two samples are of similar size.   

 



___________________________________________________________________________ 

___________________________________________________________________________ 
54

Chart 3 shows the length of service respondents from Group 1 and Group 2 have worked at 

UPM-Shotton.  The results from Group 1 (N=30) shows that the largest proportion of 

respondents have worked at UPM-Shotton for more than 20 years (37%).  The average 

number of years worked at UPM-Shotton by Group 1 respondents was 17.23 years 

(SD=5.50), ranging from 2 to 23 years.  The results from Group 2 (N=48) illustrate that the 

largest proportion of respondents have worked at UPM-Shotton from between 16 and 20 

years (46%).  The average number of years worked at UPM-Shotton by Group 2 respondents 

was 16.87 years (SD=5.08), ranging from 1 to 23 years. 

 

Chart 3 
 

 
Source: Job satisfaction and change questionnaire findings (Author, 2008) 

 
 

The groups did not differ significantly in terms of the length of service respondents’ had 

served at UPM-Shotton (t(76)=0.29, p > .05).  As proposed by Saunders et al. (2007), when 

the calculated probability (p-value) is greater than .05, no statistically significant relationship 

exists.   
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Chart 4 illustrates the job roles held by respondents in Group 1 and Group 2.  Respondents in 

Group 1 (N=30) were predominantly First Line Managers (37%) while respondents in Group 

2 (N=48) were mainly Operators (56%).  The total sample (N=78) consisted of 6 Mill 

Management Team (MMT) members (8%), 9 (12%) Second Line Managers (SLM), 18 

(23%) First Line Managers (FLM), 9 (12%) Technicians, 30 (38%) Operators and 6 (8%) 

‘Other’.   

 

Chart 4 

 
Source: Job satisfaction and change questionnaire findings (Author, 2008) 
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4.2.5 Job Enrichment 
 
The following section illustrates the data collected on job enrichment, from the survey 

questionnaire (Questions 5 to 7). 

 
Chart 5 shows how respondents from Group 1 and Group 2 evaluated their job in terms of the 

contribution they felt it made to UPM-Shotton’s business.  A simple ten-point Likert rating 

scale was used to evaluate respondents perceptions, from ‘My job does not make a valuable 

or worthwhile contribution’ (1) to ‘My job makes a valuable or worthwhile contribution’ 

(10).   

 
Chart 5 

 
Source: Job satisfaction and change questionnaire findings (Author, 2008) 

 
 
The mean rating achieved from Group 1 respondents (N=30) was 8.63 (SD=1.10), with 

scores ranging from 6 to 10.  Similarly, Group 2 respondents (N=48) achieved a rating of 

8.46 (SD=1.22), with scores ranging from 5 to 10.  

 
The groups did not differ significantly in terms of how respondents rated their jobs in 

providing a worthwhile contribution to the business (t(76)=0.64, p > .05).   
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Chart 6 illustrates how respondents from Group 1 and Group 2 rated their level of personal 

responsibility for ensuring their work was successfully completed.  A Likert rating scale was 

used to evaluate respondents' perceptions, from 'I am not responsible' (1) to 'I am fully 

responsible' (10). 

 
Chart 6 

 
Source: Job satisfaction and change questionnaire findings (Author, 2008) 

 
 
The mean rating achieved from Group 1 respondents (N=30) was 9.00 (SD=1.14), with 

scores ranging from 6 to 10.  Group 2 respondents (N=48) achieved a rating of 8.73 

(SD=1.09), with scores ranging from 7 to 10. 

 
The groups did not differ significantly in terms of the level of personal responsibility 

respondents felt for ensuring their work was successfully completed (t(76)=1.05, p > .05).   
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Chart 7 shows how respondents from Group 1 and Group 2 rated their job in providing clear 

evidence and understanding on how effectively they perform.  A Likert rating scale was used 

to evaluate respondents' perceptions, from ‘No evidence or understanding is provided’ (1) to 

‘Clear evidence and understanding is provided’ (10)). 

 
Chart 7 

 
Source: Job satisfaction and change questionnaire findings (Author, 2008) 

 
 
 
The mean rating achieved from Group 1 respondents (N=30) was 7.90 (SD=1.71), with 

scores ranging from 4 to 10.  Group 2 respondents (N=48) achieved a rating of 7.63 

(SD=2.03), with scores ranging from 3 to 10. 

 
The groups did not differ significantly in terms of how respondents rated their jobs in 

providing clear evidence and understanding on how effectively they perform (t(76)=0.62, p > 

.05).   

 



___________________________________________________________________________ 

___________________________________________________________________________ 
59

4.2.6 Learning Culture  
 
The following section illustrates the data collected on learning culture, from the survey 

questionnaire.  (Questions 8 to 10) 

 

Chart 8 illustrates how respondents from Group 1 and Group 2 rated the organisational 

culture, in terms of supporting employee learning.  A Likert rating scale was used to evaluate 

respondents' perceptions, from ‘The culture does not support learning’ (1) to ‘The culture 

fully supports learning’ (10). 

 
Chart 8 

 
Source: Job satisfaction and change questionnaire findings (Author, 2008) 

 
 
The mean rating achieved from Group 1 respondents (N=30) was 6.07 (SD=1.96), with 

scores ranging from 3 to 10.  Group 2 respondents (N=48) achieved a rating of 4.39 

(SD=1.48), with scores ranging from 1 to 8. 

 

The groups differed significantly in terms of how respondents rated the organisational 

culture, in terms of supporting employee learning (t(76)=4.26, p < .001).  (H0 rejected) 
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Chart 9 shows how respondents from Group 1 and Group 2 rated their motivation to learn 

and use new skills at work.  A Likert rating scale was used to evaluate respondents' 

perceptions, from ‘I am motivated to learn and use new skills at work’ (1) to ‘I am very 

motivated to learn and use new skills at work’ (10). 

 
Chart 9 

 
Source: Job satisfaction and change questionnaire findings (Author, 2008) 

 
 
 
The mean rating achieved from Group 1 respondents (N=30) was 8.76 (SD=1.28), with 

scores ranging from 6 to 10.  Group 2 respondents (N=48) achieved a rating of 7.77 

(SD=1.65), with scores ranging from 3 to 10. 

 
The groups differed significantly in terms how respondents rated their motivation to learn 

and use new skills at work (t(76)=2.81, p < .05).  As proposed by Saunders et al. (2007), 

when the calculated probability (p-value) is less than .05, a statistically significant 

relationship exists.  The relationship has only a 5% likelihood of occurring by chance alone. 
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Chart 10 illustrates how respondents from Group 1 and Group 2 rated the TPM change 

programme as an opportunity to learn and acquire new skills.  A Likert rating scale was used 

to evaluate respondents' perceptions, from ‘Poor opportunity to learn new skills’ (1) to 

‘Excellent opportunity to learn new skills’ (10). 

 
Chart 10 

 
Source: Job satisfaction and change questionnaire findings (Author, 2008) 

 
 
 
The mean rating achieved from Group 1 respondents (N=30) was 8.33 (SD=1.65), with 

scores ranging from 5 to 10.  Group 2 respondents (N=48) achieved a rating of 4.18 

(SD=1.91), with scores ranging from 1 to 8.   

 
The groups differed significantly in terms how respondents rated the TPM change 

programme as an opportunity to learn and acquire new skills (t(76)=10.02, p < .001).   
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4.2.7 Change Management 
 
The following section illustrates the data collected on change management, from the survey 

questionnaire (Question 11 to 13). 

 

Chart 11 shows how respondents from Group 1 and Group 2 rated the level of involvement 

they experienced in the early stages of TPM implementation.  A Likert rating scale was used 

to evaluate respondents' perceptions, from ‘No amount of involvement’ (1) to ‘Large amount 

of involvement’ (10). 

 
Chart 11 

 
Source: Job satisfaction and change questionnaire findings (Author, 2008) 

 
 
The mean rating achieved from Group 1 respondents (N=30) was 8.40 (SD=1.45), with 

scores ranging from 5 to 10.  Group 2 respondents (N=48) achieved a rating of 2.16 

(SD=1.28), with scores ranging from 1 to 6.   

 
The groups differed significantly in terms of how respondents rated their level of 

involvement experienced in the early stages of TPM implementation (t(76)=19.89, p < .001).   
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Chart 12 shows how respondents from Group 1 and Group 2 rated their level of confidence in 

the TPM change programme being successful at UPM-Shotton.  A Likert rating scale was 

used to evaluate respondents' perceptions, from ‘Not at all confident’ (1) to ‘Very confident’ 

(10). 

 
Chart 12 

 
Source: Job satisfaction and change questionnaire findings (Author, 2008) 

 
 
 
The mean rating achieved from Group 1 respondents (N=30) was 6.70 (SD=2.42), with 

scores ranging from 1 to 10.  Group 2 respondents (N=48) achieved a rating of 3.65 

(SD=1.59), with scores ranging from 1 to 8.   

 
The groups differed significantly in terms of how respondents rated their confidence in the 

TPM change programme being successful at UPM-Shotton (t(76)=6.73, p < .001).   
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Chart 13 shows how respondents from Group 1 and Group 2 evaluated the level of support 

given by key organisational personnel to the TPM programme.  A Likert rating scale was 

used to evaluate respondents' perceptions, from ‘Not supported by key personnel’ (1) to 

‘Fully supported by key personnel’ (10). 

 
Chart 13 

 
Source: Job satisfaction and change questionnaire findings (Author, 2008) 

 
 
 
The mean rating achieved from Group 1 respondents (N=30) was 6.40 (SD=2.36), with 

scores ranging from 1 to 10.  Group 2 respondents (N=48) achieved a rating of 4.96 

(SD=1.53), with scores ranging from 1 to 9.   

 
The groups differed significantly in terms of how respondents rated the level of support given 

by key organisational personnel to the TPM programme (t(76)=3.28, p < .05).  
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4.2.8 Communication 
 
The following section illustrates the data collected on communication, from the survey 

questionnaire (Questions 14 to 16). 

 

Chart 14 shows how respondents from Group 1 and Group 2 assessed their understanding of 

the need and benefits of TPM from internal mill communications.  A Likert rating scale was 

used to evaluate respondents' perceptions, from ‘No understanding of the needs and benefits’ 

(1) to ‘Full understanding of the needs and benefits’ (10). 

 
Chart 14 

 
Source: Job satisfaction and change questionnaire findings (Author, 2008) 

 
 
The mean rating achieved from Group 1 respondents (N=30) was 7.66 (SD=1.88), with 

scores ranging from 4 to 10.  Group 2 respondents (N=48) achieved a rating of 4.67 

(SD=2.01), with scores ranging from 1 to 8.   

 
The groups differed significantly in terms of how respondents rated their understanding of 

the need and benefits of TPM from internal mill communications (t(76)=6.56, p < .05).   
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Chart 15 shows how respondents from Group 1 and Group 2 rated the frequency of 

communication from management, concerning the TPM change programme.  A Likert rating 

scale was used to evaluate respondents' perceptions, from ‘Infrequent communication’ (1) to 

‘Frequent communication’ (10). 

 
Chart 15 

 
Source: Job satisfaction and change questionnaire findings (Author, 2008) 

 
 
The mean rating achieved from Group 1 respondents (N=30) was 6.13 (SD=2.33), with 

scores ranging from 2 to 10.  Group 2 respondents (N=48) achieved a rating of 3.94 

(SD=1.71), with scores ranging from 1 to 8.   

 
The groups differed significantly in terms of how respondents rated the frequency of 

communication from management, concerning the TPM change programme (t(76)=4.79, p < 

.001).   
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Chart 16 shows how respondents from Group 1 and Group 2 rated the effectiveness of 

various communication methods, used within the mill, on TPM.  A Likert rating scale was 

used to evaluate respondents' perceptions, from 'Poor' (1) to 'Excellent' (10). 

 
Chart 16 

 
Source: Job satisfaction and change questionnaire findings (Author, 2008) 

 
 

The groups differed significantly in terms of how respondents rated the effectiveness of face-

to-face communication, used within the mill, on TPM (t(76)=4.79, p < .001).   

 

There was however no significant difference between groups in terms of the effectiveness of 

TPM communication using presentations (t(76)=1.09, p> .05),  newsletters (t(76)=0.66, 

p>.05) or intranet and e-mail (t(76)=0.92, p>.05) 
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4.2.9 Continuous Improvement 
 
The following section illustrates the data collected on continuous improvement, from the 

survey questionnaire (Question 17). 

 
Chart 17 shows how respondents from Group 1 and Group 2 rated how influential continuous 

improvement could be in encouraging and developing organisational change at UPM-

Shotton.  A Likert rating scale was used to evaluate respondents' perceptions, from ‘Not at all 

influential in developing organisational change’ (1) to ‘Highly influential in developing 

organisational change’ (10). 

 
Chart 17 

 
Source: Job satisfaction and change questionnaire findings (Author, 2008) 

 
 

The mean rating achieved from Group 1 respondents (N=30) was 7.67 (SD=1.84), with 

scores ranging from 2 to 10.  Group 2 respondents (N=48) achieved a rating of 6.65 

(SD=1.99), with scores ranging from 2 to 9.  The groups differed significantly in terms of 

how respondents rated how influential continuous improvement could be in encouraging and 

developing organisational change at UPM-Shotton (t(76)=2.26, p < .05).   
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4.4  Findings from Standardised Questionnaire 
 
The standardised questions, taken from Cooper et al.’s (1987) Occupational Stress Indicator 

(OSI) as cited by Arnold et al. (1998), are shown in Appendix 5 (questions 1-22) and 

Appendix 6 (questions 18-39).  A simple six-point Likert rating scale was used to evaluate 

respondents’ job satisfaction levels, from ‘Very much dissatisfaction’ (1) to ‘Very much 

satisfaction’ (6).  The job satisfaction level of each respondent was then calculated by taking 

the sum of all their given responses.   

 

The mean job satisfaction level for respondents in Group 1 (N=30) was 87.16 (SD=16.19), 

and ranged from 65 to 119.  The mean job satisfaction level for respondents in Group 2 

(N=48) was 68.31 (SD=12.13), and ranged from 42 to 99. 

 
Chart 18 shows the mean job satisfaction levels of Group 1 and Group 2 respondents. 
 

Chart 18 

 
Source: Job satisfaction and change questionnaire findings (Author, 2008) 

 
The groups differed significantly in terms of job satisfaction levels (t(76)=5.74, p < .001).   
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4.4.1 Correlation Analysis  
 
Pearson’s product moment correlation coefficient (PMCC) was used to measure the strength 

of relationship between respondents’ perceived level of job satisfaction and elements within 

the survey questionnaire, for the whole sample (N=78).  For example, respondents’ job 

satisfaction levels were correlated against their attitudes towards personal responsibility, 

relating to job enrichment in question 6 of the survey questionnaire. 

 

Questions within the survey questionnaire that related to job enrichment (Q5-7), learning 

culture (Q8-10), change management (Q11-13), communication (Q14-16) and continuous 

improvement (Q17) were all evaluated for the strength of relationship, against respondents’ 

job satisfaction levels, using PMCC.  Each calculation derived a coefficient value (r) which 

revealed whether the linear relationship between the variables was positive or negative, and 

also whether the relationship was strong or weak.  As suggested by Saunders et al. (2007), 

coefficient values (r) range from -1 to 1, as shown in Figure 7. 

 

 
Figure 7: Saunders et al. (2007) ‘Values of the correlation coefficient’ 

 

As proposed by Freedman et al. (2007), it is important to express the probability (p-value) of 

the calculated correlation coefficient (r), in order to evaluate the likelihood of the correlation 

occurring by chance alone.  To improve the clarity of the findings, both correlation 

coefficient values (r) and probability values (p) are reported.   
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The following section illustrates the strength of relationship between respondent levels of job 

satisfaction and elements of the survey questionnaire, relating to job enrichment (Questions 5 

to 7). 

 

Chart 19 (relating to Question 5) evaluates the strength of relationship between respondents’ 

overall job satisfaction level and the evaluation of their job, in terms of the contribution they 

feel it makes to UPM-Shotton’s business.   

 

Chart 19 

 

 

 

 

 

 

 

Source: Job satisfaction and change questionnaire findings (Author, 2008) 
 

 
The resulting correlation coefficient showed a very weak, positive correlation between the 

two variables (r(76) = .20, p > .05.), as supported by Saunders et al. (2007), and that the 

relationship was not statistically significant.  As shown in Table 1, a positive significant 

correlation was identified between levels of job satisfaction and respondents’ personal 

responsibility for work outcomes (Question 6).  A non-significant positive correlation was 

identified between levels of job satisfaction and clarity of feedback for work performance 

(Question 7).   

Table 1 

 
Source: Job satisfaction and change questionnaire findings (Author 2008) 
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The following section illustrates the strength of relationship between respondent levels of job 

satisfaction and elements of the survey questionnaire, relating to learning culture (Questions 

8 to 10). 

 

Chart 20 (relating to Question 8) evaluates the strength of relationship between respondents’ 

overall job satisfaction level and their evaluation of the organisational culture, in terms of 

supporting employee learning.  

 

Chart 20 

 

 

 

 

 

 

 

Source: Job satisfaction and change questionnaire findings (Author, 2008) 
 
 
The resulting correlation coefficient showed a medium strength, positive correlation between 

the two variables (r(76) = .59, p < .05.) and that the relationship was statistically significant 

with only a 5% chance of the association occurring by chance alone.  As shown in Table 2, 

respondents' motivation to learn new skills at work (Question 9) and involvement in TPM as 

an opportunity to learn new skills (Question 10), highlights positive significant correlations 

between overall job satisfaction levels.  

 
Table 2 

 
Source: Job satisfaction and change questionnaire findings (Author 2008) 
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The following section illustrates the strength of relationship between respondent levels of job 

satisfaction and elements of the survey questionnaire, relating to change management 

(Questions 11 to 13). 

 

Chart 21 (relating to Question 11) evaluates the strength of relationship between respondents’ 

overall job satisfaction level and their evaluation of the level of involvement they 

experienced in the early stages of TPM implementation.  

 

Chart 21 

 

 

 

 

 

 

 

Source: Job satisfaction and change questionnaire findings (Author, 2008) 
 

The resulting correlation coefficient showed a medium strength, positive correlation between 

the two variables (r(76) = .61, p < .05.)  and that the relationship was statistically significant 

with only a 5% chance of the association occurring by chance alone.  As shown in Table 3, 

confidence in TPM success (Question 12), and support given by key personnel to the TPM 

programme (Question 13), highlights positive significant correlations between overall job 

satisfaction levels.  

 
Table 3 

 
Source: Job satisfaction and change questionnaire findings (Author, 2008) 
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The following section illustrates the strength of relationship between respondent levels of job 

satisfaction and elements of the survey questionnaire, relating to communication (Questions 

14 to 16). 
 

Chart 22 (relating to Question 14) evaluates the strength of relationship between respondents’ 

overall job satisfaction level and the evaluation of their understanding of the need and 

benefits of TPM, from internal mill communications. 

Chart 22 

 

 

 

 

 

 
 

 

 

Source: Job satisfaction and change questionnaire findings (Author, 2008) 
 

 
The resulting correlation coefficient showed a medium strength, positive correlation between 

the two variables (r(76) = .59, p < .05.) and that the relationship was statistically significant 

with only a 5% chance of the association occurring by chance alone.  As shown in Table 4, 

frequency of face-to-face communication from management regarding the TPM programme 

(Question 15), and the effectiveness of face-face communication on TPM (Question 16a), 

highlights positive significant correlations between overall job satisfaction levels.  Non-

significant positive correlations were identified from Questions 16b, 16c and 16d.  

 

Table 4 

 
Source: Job satisfaction and change questionnaire findings (Author, 2008) 
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The following section illustrates the strength of relationship between respondent levels of job 

satisfaction and elements of the survey questionnaire, relating to continuous improvement 

(Questions 17). 

 

Chart 23 evaluates the strength of relationship between respondents’ overall job satisfaction 

level and their evaluation of how influential continuous improvement could be in 

encouraging and developing organisational change at UPM-Shotton.  

 

Chart 23 

 

 

 

 

 

 

 

Source: Job satisfaction and change questionnaire findings (Author, 2008) 
 

 
The resulting correlation coefficient showed a weak, positive correlation between the two 

variables (r(76) = .43, p < .05.) and that the relationship was statistically significant with only 

a 5% chance of the association occurring by chance alone. 
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4.5  Chapter Summary 
 
This chapter has presented the findings of the research, including the qualitative data from 

the semi-structured interviews and the quantitative data from the standardised and survey 

questionnaire.  The data was analysed using appropriate statistical analysis tools including 

Student’s t-test, to analyse between-group differences concerning dependent variables, and 

Pearson’s product moment correlation coefficient, to identify the strength and direction of 

relationships between dependent variables for the whole group.  Descriptive statistics, such 

as means, standard deviations and ranges, were also used to interpret the data.   

 

The findings illustrated in this chapter allowed for suitable conclusions to be made.  The 

conclusions and implications of the findings are presented in Chapter 5. 
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5 Conclusions and Implications 
 
5.1  Introduction 
 
Before introducing the final chapter of this dissertation, the function and purpose of the 

previous four chapters are summarised. 

 

Chapter 1 provided a brief overview and background to the research.  The research question 

and aims were introduced and justified, and the study’s methodology was outlined.   

 

Chapter 2 contained a review of current academic literature and theory on change 

management and job satisfaction.  The chapter enabled the development of a conceptual 

model that was used to appropriately answer the research question.  

 

Chapter 3 described the methodological procedures employed to answer the research 

question.  A clear rationale was offered for the chosen research philosophy, approach, 

strategy, purpose and time-horizon.  Rejected methods were also discussed.  Selected data 

collection methods were described and issues relating to validity, reliability and triangulation 

were considered.  In addition, ethical issues were also considered. 

  

Chapter 4 presented the findings of the research, including the qualitative data from the semi-

structured interviews and the quantitative data from the standardised and survey 

questionnaire.   

 

The final chapter of this dissertation, Chapter 5, provides conclusions and the implications of 

the research.  A critical evaluation of the adopted research methodology is offered and 

answers to the research question and aims are provided.  Limitations of the study and 

opportunities for further research are also presented.   
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5.2  Critical Evaluation of Adopted Methodology 
 
The following section reviews and critically evaluates the chosen research methodology used 

during the study. Weaknesses of the adopted methodology are identified and improvement 

ideas are presented.   

 

The study's methodology was initially developed by considering each layer of the Saunders 

et al. (2007) research 'onion' model.  The model provided a clear framework for selecting 

appropriate research strategies and methods capable of answering the research question and 

aims.   

 

A combined positivist and interpretivist philosophy was deemed appropriate for this study.  

The interpretivist philosophy emphasised the necessity for the researcher to appreciate 

variations between humans and the interpretation of their social role, while the positivist 

philosophy allowed for the incorporation of statistical analysis and quantitative methods to 

improve the generalisability of the findings.   

 

A combined research approach, using both inductive and deductive elements, was considered 

appropriate for the study.  The inductive approach, as previously stated, promoted the 

examination of themes and categories that emerged from the research data.  This allowed for 

emergent themes within the findings of Chapter 4 to be developed into relevant research 

theories and recommendations.  Deductive elements were also incorporated within the 

research approach to formulate the conceptual model and to enhance the generalisability of 

the findings.  The combined approach allowed the researcher to explore why between-group 

differences occurred, as well as identifying what those differences were. 

 

Survey methods were used within the research strategy to gather the required data that would 

enable the research question to be answered.  The standardised and survey questionnaire 

allowed large amounts of relevant data to be collected, efficiently and effectively, from the 

required population.  In general, the survey methods employed for the research were 

successful, although several improvement ideas were put forward by respondents relating to 

questionnaire design.  Despite piloting the questionnaire, some respondents were 
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apprehensive to record their age in Question 2 of the survey questionnaire.  It was suggested 

that the question 'What is your age?' was replaced by 'What is your age range?', so 

respondents would feel more comfortable when completing the question.  Several 

respondents also believed that Question 38, within the standardised section of the 

questionnaire, was 'ambiguous' and 'non-specific' and may have been improved if separated 

into two discrete questions. 

 

Other limitations of the research methodology included, using a cross-sectional research 

design, the development and applicability of the OSI (Cooper et al., 1987) and a lack of 

follow-up.   

 

To optimally answer the research question, a longitudinal design may have enhanced the 

study’s methodological rigour.  This could have been achieved by conducting repeated 

within-group assessments throughout the change programme.  However, a cross-sectional 

research design was selected over a longitudinal design due to the time constraints of the 

study.   

 

Limitations of the OSI include that the original development was based on a very small 

sample (N=156) (Williams & Cooper, 1998).  In addition, there was an assumption made that 

the face validity of the OSI was equivalent for both ‘blue collar’ and ‘white collar’ workers.   

 

Time constraints limited opportunity for longer term follow-up within the study.  It is 

possible that the between group differences identified, may have changed over time.  A 

longer term follow-up e.g. after six months, could offer clarification on the stability of the 

between-group differences identified in relation to job satisfaction levels.   
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5.3  Conclusions about the Research Question and Aims 
 
The following research aims were initially identified in order to appropriately answer the 

research question.  

 
Aim 1:  Examine existing change management theory. 

Aim 2:  Identify current thinking on job satisfaction. 

Aim 3: Explore UPM-Shotton’s approach to change management and identify which factors, 

based on the conceptual model, affect job satisfaction. 

Aim 4: Compare levels of job satisfaction amongst UPM-Shotton employees who are 

actively involved in a Total Productive Maintenance (TPM) change programme, compared 

with employees who are not yet involved in the change programme. 

Aim 5:  Make recommendations on how to increase levels of job satisfaction, amongst UPM-

Shotton employees, through the development of the change programme. 

 

Research aims 1 and 2, which examined existing change management theory and identified 

current thinking on job satisfaction, were satisfied within Chapter 2’s literature review.  The 

reviewed academic literature allowed for a theoretical foundation to be established on which 

to base the research upon.  A conceptual model was developed, which drew together the key 

elements of change management and job satisfaction, in order to answer the research 

question.   

 

Research aim 3, which explored UPM-Shotton’s approach to change management and 

identified factors based on the conceptual model that could affect job satisfaction, was 

answered within the findings of Chapter 4.  Semi-structured interview questions, initially 

developed in Chapter 3, were used to probe and explore interviewees’ ideas and perceptions 

of the key themes of the conceptual model.  

 

 



___________________________________________________________________________ 

___________________________________________________________________________ 
81

Change Management 
 
Respondents of the semi-structured interviews believed that UPM-Shotton had used both 

planned and emergent change management processes over recent years.  As suggested by 

many of the interviewees, adopted management processes should always be relevant to the 

specific nature of the change.  Despite many examples of planned change within UPM-

Shotton, the general consensus amongst respondents was that emergent change had become 

more dominant and widespread within the organisation. 

 

Interview respondents clearly believed that members of the Mill Management Team (MMT) 

were responsible for recognising relevant drivers for change within the external business 

environment and for the overall outcome of the selected change initiatives.  By understanding 

the forces on the business, organisational management can develop a clear rationale for the 

need to change and implement the most appropriate course of action.  Similar to many other 

businesses, UPM-Shotton develops strategic plans in order to provide answers to why the 

change is necessary, and how the organisation will attempt to achieve the aims of the 

proposed change.   

 

In general, respondents believed that change ideas could be generated from anywhere within 

the organisation.  It was recognised however that for these ideas to become successful, they 

would generally require the backing and support of MMT members.  For the successful 

implementation of change to occur, it was also believed that resistance to change should be 

actively managed.  Respondents understood that resistance was an expected part of any 

change initiative although some did not recognise an ‘active strategy’ for dealing with 

resistance at UPM-Shotton.  Several examples of how management had positively overcome 

resistance were provided by respondents and the emerging themes suggested that clear 

communication, involvement, consultation and active listening were all key elements used to 

reduce or eliminate resistance to change.  
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Within the literature review in Chapter 2, Mohram et al. (1998) highlighted that several 

factors could influence, maintain or enhance the level of an employee’s job satisfaction 

during a period of change.  These factors included job enrichment, learning culture and 

communication. 

 

Job Enrichment 
 
Job enrichment, regarded as a crucial element in promoting job satisfaction, concerns job 

design and the core characteristics of an employee’s job role.  Respondents of the semi-

structured interviews believed that the TPM change programme provided them with the 

opportunity to use different skills and work with a variety of different people, however only 

two respondents from eight considered that the TPM change programme had actually 

impacted upon the core characteristics of their job role.   

 

Aspects of Hackman and Oldman’s (1980) critical psychological states, including 

meaningfulness, responsibility and knowledge of results, were also reviewed with 

respondents.  For example, when asked if their personal responsibility for the successful 

completion of work related tasks had been impacted during the change programme, several 

respondents believed that their personal responsibility had indeed been heightened when 

working in TPM groups.  Despite these perceptions, no significant difference between Group 

1 and Group 2 was found (t(76)=1.05 p>.05).  In fact, no significant differences were found 

between groups for any aspect of job enrichment.  The survey data demonstrated that 

respondents’ ratings of their perceived contribution to the business, the tangible feedback 

received on performance and their personal responsibility for completing work related tasks, 

were relatively high across both groups.  This suggests that job characteristics that contribute 

to job enrichment are already present, for those involved, and for those not yet involved, in 

the change programme.   

 

In terms of identifying how aspects of job enrichment e.g. meaningfulness, affect levels of 

job satisfaction, the results are equivocal.  The correlation analyses indicate weak or very 

weak positive relationships between job enrichment and job satisfaction variables.  However, 

all the correlations were non-significant, meaning that conclusions cannot be made based on 



___________________________________________________________________________ 

___________________________________________________________________________ 
83

the positive relationship between variables.  The non-significant differences found between 

groups, concerning aspects of job enrichment, suggest that other factors of the conceptual 

model, such as communication and learning culture, may have a stronger influence on levels 

of job satisfaction.   

 

Learning Culture 
 
Gardiner and Whiting (1997) suggest that through organisational learning, the job 

performance and job satisfaction of employees can be enhanced.  Respondents of the semi-

structured interviews believed that learning was seen as a positive element within UPM-

Shotton’s current culture, however, it was highlighted that the processes and procedures that 

supported learning could be improved.  More formalised processes such as Standard 

Operating Proceduces (SOP’s) and One Point Lessons (OPL’s), combined with skills 

matrices and training records, were suggested as ways to improve the transfer of knowledge 

within the organisation.   

 

The evaluation of UPM-Shotton’s learning culture was compared between Group 1 and 

Group 2 respondents.  Aspects of the culture, including whether the culture supported 

employee learning, whether respondents were intrinsically motivated to learn new skills at 

work, and whether the TPM change programme provided an opportunity to learn and acquire 

new skills, were researched.  Significant, between-group differences were identified.  For 

each aspect of learning culture rated within the survey questionnaire, Group 1 respondents 

provided significantly higher scores.  For example, when asked to rate the organisational 

culture in terms of supporting employee learning, the mean rating achieved from Group 1 

respondents (N=30) was 6.07 (SD=1.96), whereas Group 2 respondents (N=48) achieved a 

mean rating of 4.39 (SD=1.48).  The groups differed significantly (t(76)=4.26, p < .001).  

The results suggest that respondents from Group 1, who have been actively involved with the 

TPM change programme, view aspects of UPM-Shotton's learning culture more positively 

than Group 2 respondents.  This may reflect the increased opportunities for learning within 

the TPM programme and that being involved in the TPM programme may enhance intrinsic 

motivation to learn new skills.   
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Correlation analyses indicated significant positive relationships between job satisfaction and 

learning culture, including whether participants perceived the culture to support employee 

learning, whether respondents were intrinsically motivated to learn new skills at work, and 

whether the TPM change programme provided an opportunity to learn and acquire new 

skills.  These findings suggest that greater opportunities for learning within UPM-Shotton are 

positively associated with levels of job satisfaction.  These finding support the theoretical 

basis of the conceptual model (e.g., Gardiner & Whiting, 1997; Mohram et al., 1998) that 

supporting employee learning during periods of change will maintain, or enhance, levels of 

employee job satisfaction.  In addition, the findings support Robbin’s (2003) theory, and the 

conceptual model, that individuals’ intrinsic motivation to use learning opportunities, is a key 

contributing factor in enhancing job satisfaction.  The results suggest that the TPM 

programme offers employees opportunities to learn and acquire new skills which may have 

maintained, or enhanced, levels of job satisfaction for Group 1 throughout the change 

process.   

 

Communication 
 
Cavanagh (2001) suggests that clear and regular communication across an organisation is 

essential for maintaining job satisfaction during periods of change.  The literature also 

highlighted that early involvement and consultation with employees regarding the form and 

need for change, reduces levels of uncertainty and fear, while enhancing levels of change 

readiness.  Respondents of the semi-structured interviews believed that UPM-Shotton had 

used a wide variety of communication channels to promote the TPM change programme 

across the organisation.  Similar to the findings of the Industrial Society (1994), all 

respondents considered face-to-face communication to be the most effective form of 

communication used within the organisation, as it was perceived to create interaction and get 

people involved.  In terms of TPM involvement, employees selected for the initial 'pilot 

phase' of the programme experienced greater amounts of relevant TPM communication than 

employees not selected, or involved, in the pilot phase.  Respondents therefore felt that while 

some people had been heavily involved with the TPM programme, others had only received 

limited amounts of communication and involvement.   
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Aspects of communication, relating to the TPM change programme, were compared between 

Group 1 and Group 2 respondents.  Aspects such as how respondents rated their 

understanding of the need and benefits of TPM from internal mill communications; the 

frequency of TPM communication from management; and the effectiveness of various 

communication methods relating to the TPM change programme, were evaluated.  

Significant, between-group differences were revealed for each aspect of communication rated 

within the survey questionnaire, with Group 1 respondents providing consistently higher 

scores.  For example, when asked to rate their understanding of the need and benefit of TPM 

in relation to internal mill communications, Group 1 respondents (N=30) achieved a mean 

rating of 7.66 (SD=1.88), whereas Group 2 respondents (N=48) reached a mean rating of 

4.67 (SD=2.01).  This finding suggests that Group 1 participants have a clearer understand of 

the benefits of TPM through active involvement.  Linking back to the conceptual model, this 

enhanced understanding demonstrated by Group 1, may have helped to overcome resistance 

to change and facilitate successful implementation of the change programme.   

 

Both groups rated face-to-face communication from management as being more valued than 

written communication methods e.g. newsletters and e-mail.  This finding is similar to that of 

Elving (2006), who identified that face-to-face communication methods were more effective 

at generating feelings of commitment towards change, than written communications.  

However, Group 2 respondents gave 'Presentations from management' a mean rating of 5.19 

(SD=2.18), which was rated higher than 'face-to-face communication', given a mean rating of 

4.92 (SD=2.58).  This suggests that Group 2 respondents valued a more structured approach 

to communication from management, in relation to the TPM change programme. 

 

Correlation analyses indicated significant positive relationships between job satisfaction and 

factors associated with communication, including respondents understanding of the need and 

benefits of TPM from internal mill communications, the frequency of TPM communication 

from management and the effectiveness of face-to-face communication about the TPM 

change programme.   
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These findings support Morham et al.’s (1998) hypothesis that clear communication is an 

essential element for maintaining or enhancing levels of employee job satisfaction during a 

period of change.  The findings suggest that the critical components of effective 

communication methods within UPM-Shotton concern clarity, frequency and personal 

involvement from management.  Linking back to the conceptual model, reduced uncertainty 

and ambiguity about change may mediate the positive associations between levels of job 

satisfaction and communication methods.  

 

Research aim 4 compared levels of job satisfaction amongst UPM-Shotton employees who 

were actively involved in the TPM change programme, with employees who were not 

involved in the change programme.  The groups differed significantly in terms of job 

satisfaction levels (t(76)=5.74, p < .001), with the mean job satisfaction level for respondents 

in Group 1 (N=30) being 87.16 (SD=16.19) compared with 68.31 (SD=12.13) for Group 2 

respondents (N=48).   

The conceptual model offers a potential explanation for the differences in job satisfaction 

levels between groups.  Group 1 may have experienced enhanced opportunities for learning 

and more effective communication methods, compared with Group 2 respondents, given the 

higher levels of active involvement in the TPM change programme.  Such factors may have 

buffered the potentially negative impact of change, as suggested by Senior (2002), for Group 

1 participants.  However, differences in job satisfaction levels may have existed between 

groups prior to the implementation of the TPM change programme.  This is a limitation of 

the cross-sectional design of the study.  

Research aim 5 was to make appropriate recommendations on how to increase levels of job 

satisfaction, amongst UPM-Shotton employees, through the development of the change 

programme.  This is shown in Section 5.4. 
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5.4 Recommendations  
 
Several recommendations relating to the development of the change programme, may help to 

increase levels of job satisfaction amongst UPM-Shotton employees.  Table 5 sets out an 

implementation plan concerning the proposed recommendations which have been devised 

from the conceptual model and the findings of the semi-structured interviews and survey 

questionnaires.   

 
Table 5 

 
Recommendation Purpose Implementation Plan 

Increase the frequency and 
regularity of formal 
communications (both face-
to-face and formal 
presentations) regarding the 
change programme to all 
employees. 

To provide feedback of 
programme progress and to 
enhance commitment to the 
change. 

Schedule and implement 
monthly presentations (as 
suggested through the semi-
structured interviews). 

Active members of the TPM 
change programme should be 
utilised to provide training to 
those not yet actively 
involved with the change 
programme. 

To share knowledge of the 
TPM process and to 
demonstrate practical 
examples of TPM success.  
  

Select suitable trainers.  
Create training schedule and 
implement. 

Improve processes and 
procedures that support 
learning, using Standardised 
Operating Procedures 
(SOP’s), One Point Lessons 
(OPL’s) and skill matrices 
etc. Ensure training is area 
lead rather than HR lead.  

To improve the transfer of 
knowledge within the 
organisation.  

Write and update relevant 
training documentation.  
Create training schedule and 
implement. 

Create opportunities for 
increased planning and 
control over individual’s 
work. 

To enhance personal 
responsibility for ensuring 
work tasks are successfully 
completed. 

Integrate aspects of work 
control and planning within 
annual Personal Performance 
Review (PPR) processes.  

Measure job satisfaction 
levels and trends within the 
organisation on a regular 
basis.  

To identify whether actions 
taken to maintain, or 
enhance, job satisfaction 
levels have provided tangible 
success.   

Conduct job satisfaction 
surveys across the 
organisation (bi-annually). 
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5.5  Limitations of the Study 
 
There were several limitations highlighted within the study including the generalisability of 

the findings, potential demand characteristics and lack of control over confounding variables.  

These will now be discussed in more detail.   

 

In terms of the generalisablity of the findings, the raw data collected within the study, was 

specific to UPM-Shotton.  It is questionable whether the results would apply to other paper 

mills within the UPM group e.g. in different countries.  In addition, the results may not be 

replicable in other industries that use TPM change programmes e.g. automotive industries.  

The sample in the current study was predominately male suggesting that the results may not 

be applicable to industries with a higher proportion of female employees. 

 

The respondents of both the semi-structured and survey questionnaires may have been 

influenced by demand characteristics.  For example, as the researcher was an employee of 

UPM-Shotton, respondents may have felt pressure to take part or respond in a particular way 

e.g. with a positive bias.  Use of a researcher, independent to UPM-Shotton, may have 

minimised potential demand characteristics. 

 

The study may have lacked control over various confounding variables.  For example, the 

amount and frequency of involvement in the TPM change programme may have differed 

amongst participants e.g. variable experiences within groups.  Although no other differences 

were apparent between-groups, except for the level of participation with the TPM change 

programme, it cannot be assumed that the change programme was the sole explanation for 

between group differences in levels of job satisfaction.  There may also be other factors not 

considered within the conceptual model that may influence the level of employee job 

satisfaction e.g. different styles of leadership received between groups. 
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5.6  Opportunities for Further Research 
 
To facilitate the selection and design of future research projects, examples of opportunities 

for further research have been detailed below. 

 

• An opportunity exists to compare levels of employee job satisfaction across other 

specific groups within UPM-Shotton.  For example, do engineering personnel have a 

greater job satisfaction level than administration staff?  An exploratory study may 

determine the differences between groups, in terms of employee job satisfaction level, 

and highlight ways to improve job satisfaction levels if found to be low. 

 

• A cross-sectional research design was selected for this study.  An opportunity exists 

to complete a longitudinal study to determine whether job satisfaction levels change 

overtime. 

 

• Further research could be undertaken to investigate how other manufacturing sites 

e.g. automotive industry, have implemented TPM change programmes, and how 

levels of employee job satisfaction compare to those of UPM-Shotton employees. 

 
 



___________________________________________________________________________ 

___________________________________________________________________________ 
90

REFERENCES 
 
Anon. (2007). Leading people through change: How to manage your most valuable asset. 

Strategic Direction, 23, 20-23. 

 

Armenakis, A. A., Harris, S. G., & Field, H.S. (1999). Making change permanent: A model 

for institutionalising change interventions. Research in Organisational Change and 

Development, 12, 289-319. 

 

Arnold, J., Cooper, C. L., & Robertson, I. T. (1998). Work pscyhology: Understanding 

human behaviour in the workplace. (3rd ed.). Essex: Prentice Hall. 

 

Bamford, D. R., & Forrester, P. L. (2003). Managing planned and emergent change within an 

operations management environment. International Journal of Operations and Production 

Management, 23, 546-564. 

 

Beer, M., & Eisenstat, R. A. (1996). Developing an organisation capable of implementing 

strategy and learning. Human Relation, 49, 597-617. 

 
Bell, J. (2005). Doing your research project. (4th ed.), Buckingham: Open University Press.  

 
Boer, H., Berger, A., Chapman, R., & Gertsen, F. (2000). CI changes: From suggestion box 

to organisational learning. Aldershot: Ashgate Publishing. 

 

Bond, T. C. (1999). The role of performance measurement in continuous improvement. 

International Journal of Operations and Production Management, 19, 1318-1334. 

 

Bovey, W. H., & Hede, A. (2001). Resistance to organisational change: The role of cognitive 

and affective processes. Leadership and Organisation Development Journal, 22, 372-382.  



___________________________________________________________________________ 

___________________________________________________________________________ 
91

Buchanan, D., & Huczynski, A. (2004). Organisational behaviour: An introductory text.  (5th 

ed.). London: Prentice Hall. 

 

Buckler, B. (1996). A learning process model to achieve continuous improvement and 

innovation. The Learning Organisation, 3, 31-39. 

 
Burnes, B. (1996). No such thing as a ‘one best way’ to manage organisational change. 

Management Decision, 34, 11-18. 

 

Burnes, B. (2004). Emergent change and planned change – competitors or allies? The case of 

XYZ construction. International Journal of Operations and Production Management, 24, 

886-902. 

 

Burnes, B. (2004). Managing change: A strategic approach to organisational dynamics. (4th 

ed.). London: Prentice Hall. 

 

Cassell, C., & Symon, G. (2004). Essential guide to qualitative methods and analysis in 

organisational research. London: Sage. 

 

Chang, S. C., & Lee, M. S. (2007). A study on relationship among leadership, organisational 

culture, the operation of learning organisation and employees’ job satisfaction. The Learning 

Organisation, 14, 155-185. 

 

Cole, M. S., Harris, S. G., & Bernerth, J. B. (2006). Exploring the implications of vision, 

appropriateness, and execution of organisational change.  Leadership and Organisation 

Development Journal, 27, 352-367. 

 
Cooke, F. L. (2000). Implementing TPM in plant maintenance: Some organisational barriers. 

International Journal of Quality and Reliability Management, 17, 1003-1016. 



___________________________________________________________________________ 

___________________________________________________________________________ 
92

Cooper, C. L., Sloan, S., & Williams, S. (1987). Occupational Stress Indicator. Winsor: 

NFER/Nelson. 

 

Daft, R. L. (2001). Organisational theory and design. (7th ed.). Cincinnati, OH: South 

Western College Publishing. 

 

Davis, K. Y., & Newstrom, J. W. (1999). Comportamiento humano en el trabajo: 

Comportamiento organizacional (10th ed.). Mexico City: McGraw-Hill.  

 

Deming, W. E. (1986). Out of the crisis. Cambridge, MA: MIT Press. 

 

Dillman, D. A. (2000). Mail and internet surveys: The tailored design method. (2nd ed.) New 

York: Wiley. 

 

Dymock, D., & McCarth, C. (2006). Towards a learning organisation? Employee 

perceptions. The Learning Organisation, 13, 525-536. 

 
Elving, W. J. (2005). The role of communication in organisational change. Corporate 

Communications: An International Journal, 10, 129-138. 

 

Eriksson, C. B. (2004). The effects of change programs on employees' emotions. Personnel 

Review, 1, 110-126. 

 

Fink, A. (2003). The survey handbook. (2nd ed.). London: Sage Publications Ltd. 

 

Fink, A. (2003b). How to ask survey questions. (2nd ed.). London: Sage Publications Ltd. 

 
Fink, A. (2003c). How to manage analyse, and interpret survey data. (2nd ed.). London: Sage 

Publications Ltd. 



___________________________________________________________________________ 

___________________________________________________________________________ 
93

Fisher, C. (2004). Researching and writing a dissertation - for business students. London: 

Prentice Hall. 

 
Foddy, W. (1994). Constructing questions for interview and questionnaires. Cambridge: 

Cambridge University Press. 

 
Freedman, D., Pisani, R., & Purves, R. (2007). Statistics – International student edition. (4th 

ed.). New York: Norton and Company. 

 
Furnham, A. (2005). The psychology of behaviour at work: The individual in the 

organisation. Hove: Psychology Press. 

 

Garcia-Bernal, J., Gargallo-Castel, A., Marzo-Navarro, M., & Rivera-Torres, P. (2005). Job 

satisfaction: Empirical evidence of gender differences. Women in Management Review, 20, 

279-288. 

 

Gardiner, P., & Whiting, P. (1997). Success factors in learning organisations: An empirical 

study.  Industrial and Commercial Training, 29, 41-48. 

 

Garvin, D. A. (1993). Building a learning organisation. Harvard Business Review, 

July/August, 78-91. 

 

Graham, C. M., & Nafukho, F. M. (2006). Culture, organisational learning and selected 

employee background variables in small-size business enterprises. Journal of European 

Industrial Training, 31, 127-144. 

 
Hackman, J. R., & Oldham, G. R. (1980). Work Redesign. New York: Addison-Wesley. 

 



___________________________________________________________________________ 

___________________________________________________________________________ 
94

Hansson, J., Lycke, L., & Backlund, F. (2003). Managing commitment: Increasing the odds 

for successful implementation of TQM, TPM or RCM. International Journal of Quality & 

Reliability Management, 20, 993-1008. 

 

Hays, W. L. (1994). Statistics. (4th ed.). London: Holt-Saunders. 

 

Heider, F. (1958). The psychology of interpersonal relationships. New York: John Whiley. 

 

Herzberg, F. (1966). Work and the nature of man. Cleveland, OH: World Publishing. 

 

Herzberg, F., Mausmer, B., & Snyderman, B. (1959). The motivation of work. New York: 

John Wiley & Sons. 

 

Hill, R. (1996). A measure of the learning organization. Industrial and Commercial Training, 

28, 19-25. 

 
Industrial Society (1994). Managing best practice, the regular benchmark: Employee 

communications. London: The Industrial Society. 

 
Ivancevich, J. M., & Matteson, M. T. (2002). Organisational behaviour and management. 

Boston, M.A: McGraw-Hill 

 
Jack, E. P., & Raturi, A. S. (2006). Lessons learned from methodological triangulation in 

management research.  Management Research News, 29, 345-357. 

 
Jha, S., Noori, H., & Michela, J. L. (1996). The dynamics of continuous improvement: 

Aligning organisational attributes and activities for quality and productivity. International 

Journal of Quality Science, 1, 19-47. 

 



___________________________________________________________________________ 

___________________________________________________________________________ 
95

Johnson, G., & Scholes, K. (2002). Exploring corporate strategy. (6th ed.). England: Prentice 

Hall. 

 
Kallio, J., Saarinen, T., & Tinnila, M. (2002). Efficient change strategies – Matching drivers 

and tracers in change projects.  Business Process Management Journal, 8, 80-92. 

 
Kegan, R., & Lahey, L. (2001). The real reason people won’t change. Harvard Business 

Review, 79, 85-92. 

 
King, N. (2004). Using templates in the thematic analysis of text, in Cassell, C. and Symon, 

G. (eds)  Essential guide to qualitative methods and analysis in organisational research. (pp. 

256-70). London: Sage. 

 
Kirk, J. J., Downey, B., Duckett, S., & Woody, C. (2000). Name your career development 

intervention. Journal of Workplace Learning, 12, 205-216. 

 
Kitchen, P. J., & Finbarr, D. (2002). Internal communication during change management. 

Corporate Communications: An International Journal, 7, 46-53. 

 
Kotter, J. P., & Schlesinger, L. A. (1979). Choosing strategies for change. Harvard Business 

Review, March/April, 106-113. 

 
Kreitner, R. (2004). Management. (9th ed.). Boston, NY: Houghton Mifflin Company.  

 
Lakomski, G. (2001). Organisational change, leadership and learning: Culture as a cognitive 

process. International Journal of Educational Management, 15, 68-77. 

 



___________________________________________________________________________ 

___________________________________________________________________________ 
96

Landrum, N. E., Howell, J. P., & Paris, L. (2000). Leadership for strategic change. 

Leadership and Organisation Development Journal, 21, 150-156. 

 

Lewin, K. (1951). Field theory in social science. New York: Harper & Row. 

 

Locke, E. A. (1969). What is job satisfaction? Organisational Behaviour and Human 

Performance, 4, 309-36. 

 

Lopez, S. P., Peon, J. M. M., & Ordas, C.J.V. (2006). Organisational learning as a 

determining factor in business performance. The Learning Organisation, 12, 227-245. 

 
Lund, D. B. (2003). Organisational culture and job satisfaction. Journal of Business and 

Industrial Marketing, 18, 219-236. 

 

Martin, M. M. (1998). Trust leadership.  Journal of Leadership Studies, 15, 41-48.  

 

Maslow, A. (1954). Motivation and personality. New York: Harper and Row. 

 

McKenna, E. (2000). Business psychology and organisational behaviour – A student’s 

handbook. (3rd ed.). Hove: Psychology Press Ltd.  

 

McGill, I., & Beaty, L. (1993). Action learning: A practitioner’s guide. London: Kogan 

Page. 

 
McGuire, D., & Hutchings, K. (2006). A Machiavellian analysis of organisational change. 

Journal of Organisational Change Management, 19, 192-209. 

 



___________________________________________________________________________ 

___________________________________________________________________________ 
97

Moran, J. W., & Brightman, B. K. (2001). Leading organisational change. Career 

Development International, 6, 111-118. 

 
Morris, C. (2003). Quantitative approaches in business studies. (6th ed.). Harlow: Prentice 

Hall. 

 
Mumford, E. (1991). Job satisfaction: A method of analysis. Personnel Review, 20, 3. 

 

Naylor, J. (1999). Management. Essex: Pearson Education Limited, Prentice Hall. 

 

Nortier, F. (1995). A new angle on coping with change: Managing transition.  Journal of 

Management Development, 14, 32-46. 

 

Nutt, P. C. (2001). Re-development as a way to change contemporary organisations. In R. W. 

Woodman, & W. A. Pasmore (Eds.), Research in Organisational Change and Development 

(pp. 81-115). Oxford: Elsevier. 

 

Pardo del Val, M., & Fuentes, C. M. (2003). Resistance to change: A literature review and 

empirical study. Management Decision, 41, 148-155. 

 
Patton, M. (1990). Qualitative evaluation and research methods. (2nd ed.). London: Sage 

Publications Ltd. 

 
Pettigrew, A. M., & Whipp, R. (1991). Managing change for competitive success. Oxford: 

Blackwell. 

 

Proctor, T., & Doukakis, I. (2003). Change management: The role of internal communication 

and employee development. Corporate Communications: An International Journal, 8, 268-

277. 



___________________________________________________________________________ 

___________________________________________________________________________ 
98

Rock, D., & Donde, R. (2008). Driving organisational change with internal coaching 

programmes: Part one. Industrial and Commercial Training, 40, 10-18. 

 

Robbins, S. P. (2003). Organisational behaviour: concepts, controversies and applications. 

(10th ed.). Upper Saddle River, NJ: Prentice Hall. 

 

Roberston, I. T., Cooper, C. L., & Williams, J. (1990). The validity of the occupational stress 

indicator. Work & Stress, 4, 29-39.  

 

Rollinson, D. (2002). Organisational behaviour and analysis – An integrated approach. (2nd 

ed.). Essex: Prentice Hall.  

 

Rosenfeld, R. H., & Wilson, D. C. (1999). Managing organisations.  (2nd ed.). Maidenhead: 

McGraw-Hill.  

 
Rowden, R. W. (2002). The relationship between workplace learning and job satisfaction in 

U.S. small to midsize business.  Human Resource Development Quarterly, 13, 407-425. 

 
Saunders, M., Lewis, P., & Thronhill, A. (2007). Research methods for business students (4th 

ed.). London: Prentice Hall. 

 

Schwartz, H., & Davie, S, M. (1981). Matching corporate strategy and business strategy 

Organisational Dynamics, Summer, 30-48.  

 
Self, D. R. (2007). Organisational change – Overcoming resistance by creating readiness. 

Development and Learning in Organisations, 21, 11-13.  

 
Senior, B. (2002). Organisational change. (2nd ed.). Essex: Prentice Hall. 

 



___________________________________________________________________________ 

___________________________________________________________________________ 
99

Shamsuddin, A., Hassan, M. H., & Taha, Z. (2005). TPM can go beyond maintenance: 

Excerpt from a case implementation. Journal of Quality in Maintenance Engineering, 11, 19-

42. 

 
Smith, I. (2005). Achieving readiness for organisational change. Library Management, 26, 

408-412. 

 
Smith, I. (2005). Continuing professional development and workplace learning: Resistance to 

change – Recognition and response. Library Management, 26, 519-522. 

 
Spector, P. E. (1997). Job satisfaction. London: Sage Publication. 

 

Spike, B. K., & Lesser, A. (1995). We have met the enemy. Journal of Business Strategy, 16, 

17-23. 

 

Thornhill, A., Lewis, P., Millmore, M., & Saunders, M. (2000). Managing change. London: 

Pearson. 

 

Trader-Leigh, K. E. (2002). Case study: Identifying resistance in managing change. Journal 

of Organisational Change Management, 15, 138-155. 

 

Waddell, D., & Sohal, A. S. (1998). Resistance: A constructive tool for change management. 

Management Decision, 36, 543-548. 

 
Wanberg, C. R., & Banas, J. T. (2000). Predictors and outcomes of openness to changes in a 

reorganising workplace.  Journal of Applied Psychology, 85, 132-142. 

 
Weber, P. S., & Weber, J. E. (2001). Changes in employee perceptions during organisational 

change.  Leadership and Organisational Development Journal, 22, 291-300.  



___________________________________________________________________________ 

___________________________________________________________________________ 
100

Wengraf, T. (2001). Qualitative research interviewing. London: Sage Publications. 

 
Williams, S., & Cooper, C. L. (1998). Measuring occupational stress: Development of the 

pressure management indicator.  Journal of Occupational Health Psychology, 3, 306-321.   

 
Yousef, D. A. (2000). Organisational commitment and job satisfaction as predictors of 

attitudes toward organisational change in a non-western setting. Personnel Review, 29, 567-

592. 

 
http://www/hse.gov.uk/pubns/indg406.pdf  (2005). 

 
http://www.google.co.uk/search?hl=en&q=deming+cycle&meta=cr%3DcountryUK%7Ccou

ntryGB  (2008). 



___________________________________________________________________________ 

___________________________________________________________________________ 
101

Appendix 1 – Project Information Sheet on Proposed Research 
 

 

 
 

 
Information Sheet on Proposed MBA Research at UPM-Shotton 

 
March / April 2008 

 
Researcher:  Andrew O’Grady 

 

 

As part of a final year MBA (Master of Business Administration) dissertation, I intend to 

conduct some original research at UPM-Shotton.   

 
The purpose of the proposed research is to measure and compare the level of job satisfaction 

experienced by two differing groups of UPM-Shotton employees.  The study will examine 

whether job satisfaction levels are significantly different between each group.  The research 

will also focus on how the TPM change programme has been managed, and will provide 

recommendations on how the level of employee job satisfaction can be maintained or 

enhance through improvements to the change programme. 

 
Please note that all information collected for the purpose of the dissertation is anonymous 

and that all responses received during interviews will be treated in the strictest confidence.   

 
Thank you for taking time to read this proposal and for completing the questionnaire. 
 
 
Andrew O’Grady 
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Appendix 2 – Semi-Structured Interview Consent Form 
 
 
 
 
 
 
 

MBA Consent Form 
Semi-Structured Interviews 

 
 

Research Title:  Job Satisfaction and Change 
 
Research Purpose: To investigate levels of employee job satisfaction in relation to the  
    TPM change programme. 

 
Researcher:  Andrew O’Grady  

 
 
 
 
 

I confirm that I have read and understood the 'Dissertation Information Sheet', dated 12th 
February 2008, and have been given the opportunity to ask questions relating to the 
proposed study.       

 
 

I understand that my participation is voluntary and that I am free to withdraw at any time. 
 
 

I agree to participate in a semi-structured interview with the researcher. 
 
 
 
 
 
Participant Name: ________________     Researcher Name:     ________________ 
 
Date:   ________________     Date:      ________________ 
  
Signature:  ________________     Signature:      ________________ 
 
 

Please tick 
box if you 

agree. 
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Appendix 3 - Semi-Structured Interview Questions 
 

Change Theme 

1. How are major change initiatives managed within UPM-Shotton?   

2. Could you give an example of a change initiative that was planned within Shotton? 

3. Could you give an example of an emergent change within Shotton? 

4. How is change driven within UPM-Shotton? 

5. Who originates change ideas? Who implements the change? 

6. How does resistance to change manifest itself during a change initiative? Is resistance 

to change seen as a positive?  How is resistance to change managed?  
 

Job Enrichment Theme 

7. How has the current change initiative i.e. TPM impacted on (or changed) your current 

job role? 

8. Have you noticed any impact on the variety of skills you have used during the change 

initiative? 

9. Have you noticed any change in the significance of your work tasks, in terms of 

impacting on the work or lives other employees? 

10. How has your level of autonomy regarding the planning or execution of work tasks 

been impacted during the change programme?  (e.g. Do you have more freedom to 

decide when or how task are carried out) 

11. How has your personal responsibility for the completion of work related tasks been 

impacted during the change programme? (How about group responsibility?) 

12. In what ways does the change programme provide you with evidence of how 

effectively you have performed a task? 
 

Learning Culture Theme 

13. How would you describe Shotton’s current culture? 

14. How is learning encouraged or supported within Shotton’s culture? 

15. How do you think knowledge is transferred throughout the organisation? 

16. How is the impact of learning evaluated / measured at an individual or organisational 

level? 
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Communication Theme 

17. How has the TPM change programme been communicated to you? 

18. What have you found has been the most effective form of communication about the 

change programme and why? Which method did you value the most? 

19. What involvement do you think employees’ have experienced in the early stages of 

TPM implementation? 

20. How would you describe the current process for communicating TPM? 
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Appendix 4 – Survey Questionnaire Raw Data 
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Appendix 5 - Standardised Questions on Job Satisfaction 

1) Communication and the way information flows around your organisation. 

2) The relationships you have with other people at work. 

3) The feeling you have about the way you and your efforts are valued. 

4) The actual job itself. 

5) The degree to which you feel ‘motivated’ by your job. 

6) Current career opportunities. 

7) The level of job security in you present job. 

8) The extent to which you may identify with the public image or goals of your 

organisation. 

9) The style of supervision that your superiors use. 

10) The way changes and innovations are implemented. 

11) The kind of work or tasks that you are required to perform. 

12) The degree to which you feel that you can personally develop or grow in your job. 

13) The way in which conflicts are resolved in you company. 

14) The scope your job provides to help you achieve your aspirations and ambitions. 

15) The amount of participation which you are given in important decision making.  

16) The degree to which your job taps the range of skills which you feel you possess. 

17) The amount of flexibility and freedom you feel you have in your job. 

18) The psychological ‘feel’ or climate that dominates your organisation. 

19) Your level of salary relative to your experience. 

20) The design or shape of your organisation’s structure. 

21) The amount of work you are given to do, whether too much or too little. 

22) The degree to which you feel extended in your job. 

 
 
Occupational Stress Indicator (Cooper et al., 1987) cited in Arnold et al. (1998, p. 205).  
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Appendix 6 – Survey Questionnaire 
 

 
Job Satisfaction and Change Questionnaire 

March / April 2008 
 

 
For questions 1-4:  Please indicate your answer by circling the appropriate response 

 
1)  Are you male or female? 

     Male   Female 
 
 
2)  What is your age? 
 

________ Years 
 

 
3)  How many years have you worked at UPM-Shotton? 
 

________ Years 
 

 
4)  What is your current job role? 
 

MMT.   Second Line Manager.   First Line Manager.  Technician.   Operator.   Other. 
 
 

For questions 5-17:  Please indicate your answer by circling the appropriate number on the triangle. 
 
5)  How would you evaluate your job in terms of the contribution it makes to the 
business? 
 
 
 
 
 
 
 
 
 
6)  How would you rate the level of personal responsibility you feel for ensuring that 
your work is successfully completed? 
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7)  How would you rate your job in providing clear evidence and understanding on how 
effectively you perform? 
 
 
 
 
 
 
 
 
8)  How would you evaluate the organisational culture, in terms of supporting employee 
learning? 
 
 
 
 
 
 
 
9)  How would you rate your own motivation to learn and use new skills at work? 
 
 
 
 
 
 
 
 
 
10)  How would you rate involvement in TPM as an opportunity to learn and acquire 
new skills? 
 
 
 
 
 
 
 
 
11)  How would you evaluate the level of involvement you experienced in the early 
stages of TPM implementation? 
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12)  How confident are you that TPM can be successful at UPM Shotton? 
 
 
 
 
 
 
 
 
 
13)  How would you evaluate the level of support given by key organisational personnel 
to the TPM programme? 
 
 
 
 
 
 
 
 
 
14)  From internal mill communications, how would you assess your understanding of 
the need and benefits of TPM?  
 
 
 
 
 
 
 
 
 
 
15)  How would you rate the frequency of face to face communication from 
management, concerning the TPM programme? 
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16)  How would you rate the effectiveness of each of the following communication 
methods, on TPM, within the mill? 
 

• Face-to-Face communication from Management. (e.g. In controls rooms) 
 
 
 
 
 
 
 
 

• Presentations in Sitka room from Management (e.g. At T&C Days) 
 
 
 
 
 
 
 
 
• Newsletters 

 
 
 
 
 
 
 

• Intranet / E-mail 
 
 
 
 
 
 
 
 
17)  How influential do you believe 'Continuous Improvement' could be in encouraging 
and developing organisational change at UPM Shotton? 
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For questions 18-39:  Please indicate your answer by circling the appropriate number on the triangle. 
 
1 =   Very much Dissatisfaction  4  =  Some Satisfaction 
 

2  =  Much Dissatisfaction   5  =  Much Satisfaction 
 

3  =  Some Dissatisfaction   6  =  Very much Satisfaction 
 
 

18)   Communication and the way information flows around your organisation. 
 
 

19)   The relationships you have with other people at work.  
 
 

20)   The feeling you have about the way you and your efforts are valued. 
 
 

21)   The actual job itself. 
 
 

22)   The degree to which you feel ‘motivated’ by your job. 
 
 

23)   Current career opportunities. 
 
 

24)   The level of job security in you present job. 
 
 

25)   The extent to which you may identify with the public image of your 
organisation. 

 
 

26)   The style of supervision that your superiors use. 
 
 

27)   The way changes and innovations are implemented. 
 
 

28)   The kind of work or tasks that you are required to perform. 
 
 

29)   The degree to which you feel that you can personally develop or grow in 
your job. 
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30)   The way in which conflicts are resolved in you company. 
 
 

31)   The scope your job provides to help you achieve your aspirations and 
ambitions. 

 
 

32)   The amount of participation which you are given in important decision 
making.  

 
 

33)   The degree to which your job taps the range of skills which you feel you 
possess. 

 
 

34)   The amount of flexibility and freedom you feel you have in your job. 
 
 

35)   The psychological ‘feel’ or climate that dominates your organisation. 
 
 

36)   Your level of salary relative to your experience. 
 
 

37)   The design or shape of your organisation’s structure. 
 
 

38)   The amount of work you are given to do, whether too much or too little. 
 
 

39)   The degree to which you feel extended in your job. 
 
 
 
--------------------------------------END OF QUESTIONNAIRE---------------------------------- 
 

 
Thank you for taking part. 
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Appendix 7 – Dissertation Project Plan (October 2007 - June 2008) 
 

 
 
 
 
 

 
 




