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Abstract

Aim of the paper focuses to identify and discuss the five job satisfaction fits
and contracts between the employer and the employees as originally presented
by Enid Mumford. The study data was derived from the preliminary work done
on the case study in a telecommunication company adopting an action research
approach. It is based on the researcher and participants' experience together with
reflection, a collaboration between the researcher and the employees. The job
satisfaction framework is used to measure and investigate the overall job satis-
faction of the employees for effective organizational change management. Baxter
& Sommerville [1] states that the system stakeholders inevitably have different
concerns. It is important to meet the concerns of the stakeholders for effective
organizational change management. According to Mumford [15], a job satisfac-
tion survey of 2000 showed that a third of managers are unhappy with their jobs,
40% want to change jobs, 49% think that morale in their organization is low, 55%
say they face frequent stress at work, 30% think their health is suffering and half
say they have too little time to build relationships outside work.

The authors have developed a participative framework for investigation, job
satisfaction analysis and stakeholder analysis through action research. Action re-
search in an organizational setting draws the researcher and the employees in-
volved into a joint process aimed at meeting agreed intentions. The relationship
between the researcher and the employees is dynamic, as they develop over time.
The research and the participants share their experiences and worries in action
research to resolve issues and differences.

Keywords: Job Satisfaction, Action Research, Organization, Change Manage-
ment, Stakeholder Analysis.

1 Introduction and Background

1.1 Introduction

In this paper, we discuss the job satisfaction fits and contracts between the employer
and the employees as originally presented by Mumford [9]. We look at this in the con-



text of effective organizational change management. It is being recognized that a satis-
fied worker is a productive worker. If employees are satisfied then it will create a nice
atmosphere for work inside the organization. Job satisfaction plays an important role in
organizational change management, therefore it is important to examine employees job
satisfaction when change occurs. This will help the organization to know how employ-
ees can be retained by making them satisfied and motivated to achieve extraordinary
results. Achieving the goal of organizational change depends on employees job satis-
faction which in turn contribute to organizational success and increases the quality of
work. Data was collected from preliminarily investigating a case study in a multina-
tional telecommunication company by conducting an Action Research (AR). Employ-
ees at different levels and different roles were interviewed. The researcher made it clear
to the participants that the intention would be to use the results for academic publica-
tion. The organization gave a go-ahead and will also use the research result for im-
provement of the organization change management processes. For a detailed analysis,
the authors have developed a participative framework for investigation. This is done by
combining job satisfaction analysis and stakeholder analysis through action research.
Employee’s needs and job satisfaction as a concept is explained in this paper using the
“job satisfaction fits”. Stakeholders’ analysis was used to investigate employees
worldview. Techniques from Soft System Methodology (SSM) by Checkland [4] was
implemented for a thorough analysis, for example, CATWOE, Rich Picture and Root
Definition.

The purpose of this research study is to investigate employees job satisfaction by
discussing job satisfaction fits and contracts between the employer and the employees
for effective change management.

1.2 Background

In this paper, researchers examine the employees' job satisfaction by collaborating with
the employees through action research. The investigation was carried in a multinational
telecommunication company, the case study was a project which lasted for nine months.
A job satisfaction analysis and stakeholder analysis was conducted, this is done by in-
terviews, chats and meetings, the researcher investigating report(s) of job expectation,
job experience/practices. AR was adopted because it offers participants the opportunity
to get involve and learn. AR must possess an aspect of direct involvement in organiza-
tional change, and simultaneously it must provide an increase in knowledge [7]. This
process involves action and research, the separation of the two as stated by Melin and
Axelsson can be complicated and problematic both practically and analytically as it
represents a dilemma [14]. For the researchers to avoid any problem(s), all participants
were carried along and were fully informed on the situation and methods. According to
Checkland and Howell, in researching human situations, the researcher is immersing
himself in a human problem situation and following it along whatever path it takes as
it unfolds through time [4].

AR focuses on the researcher’s and employee’s reality, it is the involvement of both.
According to McNiff, action research is about real-life experiences of real-life people
[13]. In an organizational setting, AR draws the researcher and the employees involved



in a joint process aimed at meeting agreed intentions. Before starting an AR in an or-
ganization, it is important to set boundaries and ground rules knowing that it is a co-
learning process for everyone. A process of new findings and diffusion of new ideas
for the researcher and the employees. The researcher and the employees are co-inves-
tigators using AR to explore and share their experiences and practices. According to
Susman and Evered, the action researcher collaborates with clients in diagnosis, selec-
tion of alternative actions, and evaluation of outcomes. The objective of the collabora-
tion is to bring about a better future, i.e., with a problem solved [23]. The researcher
creates a relationship with the employees, they interact sharing their experiences to re-
solve issues.

Performing AR in an organization is participatory, it involves interviews, chats, ob-
servations which has helped the project team to crystallize their thoughts about job sat-
isfaction and changes in working practices. AR is a more grounded way of assessing
employees' job satisfaction because it involves thinking about the past, now and the
future, captured by interviews, chats and meetings. Through AR, the authors of this
paper have attempted to explore the real-world usefulness of the relationship between
employee satisfaction and participation during change. Through discussion with partic-
ipants, it seems clear that the organization could learn a great deal about the change
management and skill/knowledge management during change and after the change.

Planning and managing change

Employee’s job satisfaction analysis for effective organizational change is very im-
portant for the success of the organization. The authors of this paper belief that change
causes employees to feel anxious, involving them in the planning gives them an under-
standing of the change. Employees need to know and understand their new duties and
everyday jobs [20]. This can help the employees to make useful contributions to solving
the problems. Also, it can be agreed that the employees will be committed to operating
efficiently a working system which they have planned. Research has found and agrees
that employee participation is a necessity during change. According to Mumford [19],
a requirement of participation in decisions for organizational change is that users will
have the skills and knowledge to perform an important role in the total design process
and can make informed decisions at each design stage from defining the problem to
operating the new system.

Getting employees involved in planning organizational change is an approach to ex-
plore the employees need and also engage them. Here, we argue that by participation
all those affected by the change will be able to play some part in its definition, design
and in agreeing with plans for its execution. An organization should be designed to
consciously plan to achieve employees needs to accomplish job satisfaction. Cumming
and Worley [8], notes that activity planning involves making a road map for change,
citing specific activities and events that must occur if the transition is to be successful.
Participants of the case study revealed that organizational change can be difficult, thus,
the need for planned activities is very important. For example, face to face meeting with
the manager/change agents and training before, during and after the change.

We believe that greater user participation together with clear job satisfaction objec-
tives will assist the successful planning and effective change management. Timely



and methodical planning to implementing change leads to organizational progress.
The objective of planning with employees is to allow them to participate before, dur-
ing and after the change. We support this view and we believe that the use of this ap-
proach will assist the achievement of employees job satisfaction and the reason for the
change. Authors have adopted the participatory approach introducing job satisfaction
and stakeholder analysis through action research, this tends to reduce conflict in the
workplace. Planning and managing change are responsibilities which should be
shared between the employer and the employees. Also, authors of this paper accept
the fact that one of the oldest and most effective strategies for overcoming resistance
is to directly involve employees in the planning and execution of change.

Mumford [21], points out that whatever route is taken to achieving effective
change, it must be remembered that there is never ‘one best way’, they must be oppor-
tunities for choice and discussion on what is best and how to achieve it. In the case
study investigated the authors use in-depth semi-structured interview designed to
match dialogue with employees of different roles and levels. This allowed participants
reflecting and discussing the best way forward on their terms. It is obvious to the re-
searcher that participants reflected from their experiences when they were given the
opportunity.

2 Framework of Investigations

Introduction

The framework of investigation is a participative approach, it is the researcher and the
stakeholders' contribution. This is investigating the employees' job satisfaction as orig-
inally introduced by Mumford [20]. The authors of this paper choose a participative
approach because it creates an opportunity for the exchange of knowledge between the
researcher and the employees or amongst the employees. Participation permits a shared
learning process to take place in which each of the interest groups can contribute to the
problem-solving process [19].

Techniques from Soft Systems Methodology as developed by Checkland [4] was
also adopted and implemented for stakeholders’ analysis, this includes rich pictures
(RP), root definition and CATWOE (Customer, Actor, Transformation, Worldview,
Owner, and Environment). For a proper investigation of the case study the semi-struc-
tured interview, chats and meeting were designed to measure the job satisfaction prob-
lems and needs before, during and after a change is made. The framework lies behind
the questions and communication between the researcher and the participants. The fig-
ure 1 below describes the main areas drawn from Mumford’s “Job Satisfaction analy-
sis” and Checkland’s work “Stakeholders analysis”.



Fig. 1. Framework of investigation
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2.1 Job Satisfaction Analysis

Authors take from this study that employees’ satisfaction and involvement are related
to achieving effective organizational change at a magnitude that is important to the
organization. Employees’ job satisfaction is an important factor in an organization, it
describes the feelings, attitudes or preferences of individuals regarding work. Job sat-
isfaction among employees is an indicator of organizational effectiveness. Mumford
defined job satisfaction as a good fit between what a person does and has in his or her
job and what he or she ideally wants to do and have [21]. Agreeing with Chen, numer-
ous factors affect employees' job satisfaction due to individual differences, the factors
vary among different employees [5]. It is the general understanding that job satisfaction
is an attitude towards job and organizational performance depends on staff satisfaction
[11]. Therefore, it is important to assess an employee’s job satisfaction before and after
a change, this will reveal employees' needs and allow the organization to find solutions.
A person with high job satisfaction appears to hold generally positive attitudes and one
who is dissatisfied to hold negative attitudes towards their job [12]. Explained further
by Mumford [16], the employer will meet the employee’s needs then the employee will
help further the employer's interests. See table 1 below a series of contracts between
management and employees [18], stating what the employer needs, the employee’s
needs and wishes. The employees' needs and wishes were extracted from case study
report, from different employees.



Table 1: Employer and employees’ contract, Mumford (p.51, 1972)

KNOWLEDGE Contract

The employer (taken from Mumford): Needs a certain level of skill and knowledge in its em-
ployees if it is to function efficiently.

Employee A, citation from the case study interview: “I would like my line manager to get me
(employees) more involved before the change, or train us sufficiently before the change. I think
that we will do better and some of us will be more confident”.

Researcher analysis: Employees wishes for more training as new changes frequently demand
new knowledge, skills and behaviors. Sufficient training will help employees work better.

PSYCHOLOGICAL Contract

The employer (taken from Mumford): Needs employees who are motivated to look after its
interests.

Employee B, citation from the case study interview: “Actually, the changes have affected me
in more than one way, the truth is that almost all project comes with changes, so we expect
changes. These changes make us to do more work or learn new skills, we need some form of
motivation to carry on (laughs)”.

Researcher analysis: The employer seeks to be motivated and driven to do more.

EFFICIENCY/ REWARDS Contract

The employer (taken from Mumford): Needs to implement generalized output and quality
standards and reward systems.

Employee C, citation from the case study interview: “I am up-to-date with my training, but if
| feel | need any training I will let my manager know”.

Researcher analysis: He is confident that he can do his job well and that he got the neces-
sary training. He is self-assured that his manager will give him new training if he needs one
or when he needs one.

ETHICAL (social value) Contract

The employer (taken from Mumford): Needs employees who will accept the firm's ethos and
values.

Employee D, citation from the case study interview: “I will like more face to face communi-
cation when change happens, it allows me to question immediately what | do not understand
or believe in. Sometimes we receive an email about a change instead of a meeting”.

Researcher analysis: Employee wants to be treated nicely before and after a change. Wants
better communication policies that all employees are given the chance to speak out.




TASK STRUCTURE Contract

The employer (taken from Mumford): Needs employees who will accept technical and other
constraints which produce task specificity or task differentiation.

Employee E, citation from the case study interview: “l would like to know about a change be-
fore it happens and also it would be nice to be trained before implementation, this will help
me to do my job well”.

Researcher analysis: Employee wants to be trained to use the system effectively for a set of
new tasks as a result of the change.

If these five areas of contracts are met then it can be said that a jointly beneficial
work environment for the employer and the employees will have been achieved. If the
contract between the employer and the employees are good on some and poor on others
then the organization should ask the question 'why is this'. From the table above, it can
be seen that the needs are not being fully provided for and this may lead the employees
to think that they have unrealistic expectations. Other studies have indicated that job
satisfaction positively affects employees working performance and organizational com-
mitment. According to Lumley et al [12], satisfied employees tend to be committed to
an organization

It can be argued that achieving employees job satisfaction must always be made a
design objective. Mumford [21], mentions that it should be the team leader’s responsi-
bility to ensure that all members of the group have high job satisfaction by holding a
regular meeting and by having a culture of open communication. Research made by
Lumley et al [12] has indicated that job satisfaction does not come about in isolation,
as it is dependent on organizational variables such as structure, size, pay, working con-
ditions and leadership, which represent the organizational climate. Investigation of the
literature on job satisfaction shows several different schools of thought, each with its
particular focus. See table 2 below for different schools of thought on job satisfaction
from different individuals with different opinions.

Table 2: Different schools of thought on job satisfaction by Mumford (p.48-49, 1972).

See the development of motivation as the cen-
tral factor in job satisfaction and concentrate
their attention on stimuli which are believed to
lead to motivation - the needs of individuals for
achievement, recognition, responsibility, sta-
tus.

e The psychological needs school, psy-
chologists such as Maslow, Herzberg,
Likert etc.

Understands the behavior of supervision as an
important influence on employee attitudes and
they therefore, direct their observations at

¢ Psychologists like Blake and Mouton and
Fiedler




leadership style and the response of subordi-
nates to this.

Examine the effort-reward bargain as an im-
portant variable. This leads to a consideration
of how the wages and salaries of particular
groups are constructed, and the influence on
earnings and attitudes to these of factors such
as overtime pay and the state of the labour
market.

e A third school strongly represented at the
Manchester Business School by Lupton,
Gowler, Bowey and Legge

This group concentrates on the content of work

e The behavioral scientists and job design factors.

There are different schools of thoughts but they have the same thing in common; that
the employer, as well as the employees, has needs and these needs must be met if the
organization is to survive and flourish when change happens. This understanding leads
us to consider job satisfaction in two ways. First, in terms of the fit between what the
employer requires of its employees and what the employees are seeking from the em-
ployer; and second, in terms of the fit between what the employee is seeking from the
employer and what he is receiving.

Employees Needs

Organizational needs and employees needs are formed by the external environment and
by its internal processes and procedures. It is important to note the demands and needs
of each employee. Bednar and Sadok [2] point out that the diagnosis of job satisfaction
needs includes an analysis of a questionnaire covering data about: Knowledge needs:
The extent to which employees think their skills and knowledge are being well or poorly
used. How would they ideally like their skills and knowledge to be used? Psychological
needs: The extent to which their needs for advancement, recognition, responsibility,
status and achievement are being well or poorly met. These different individual needs
and expectations lead to job satisfaction. There should be trust between workers and
management; workers have to believe that management’s intentions are good and man-
agement believes that workers will work in the interests of the organization.

Job satisfaction is seen as being achieved when three kinds of needs are met in the
work situation. These are personality needs, competence and efficiency needs, and
needs associated with personal values [10]. The company and the employees have
needs and these needs must be met if the company is to survive and flourish. These
needs are as a result of internal and external factors. Authors of this paper created the
semi-structured interviews for job satisfaction and stakeholder analysis considering all
areas of employees’ needs and carefully scanning the environment in which the com-
pany is functioning. Semi-structured interviews are a good means of identifying prob-



lems and very effective at explaining the reasons for the problem and sometimes par-
ticipants suggest solutions. In this research five different types of are taken into consid-
eration. See table 3 below for the five different types of needs which falls under the
category of the personality needs, competency and efficiency needs. The table below
was developed from Mumford 1993 and responses from participants interviews/com-
munication in the case study.

Table 3

Developed from (Mumford et al., p.69-71, 1993)
Personality Needs:

1. Knowledge needs: To what extent does the existing organization of work meet the
needs of the employees and what opportunities would they like to develop further?

2. Phycological needs: To what extent does the organization meet the needs of em-
ployees? Does the organization recognize the employees and does it also give them
a sense of achievement?

Employee F interview response:

Interviewer: Could you please share with me the challenges you encounter in the area of
change management (if any).

Interviewee: | would say not getting us involved before the change, or training the employees
before the change. | think that employees will do better if they are properly trained before any
change as this will make us more efficient.

Competency and efficiency in the work role

1. Support /control Needs: What kind of support services do different employees be-
lieve will enable them to carry out their job efficiently? These support services in-
clude the information and materials necessary to work at a high level of competence,
supervisory help, and encouragement and good working conditions.

2. Task needs: What kind of task structure do different groups of employees find mo-
tivating, interesting and challenging?

Employee G interview response:

Interviewer: As the key account manager, do you think that some of the team members need
training?

Interviewee: Due to new inventions, constant training for the employees is needed for skill
update.

Needs associated with employees values

3. Ethical needs: How do employees at every level want to be treated by the manage-
ment? This applies particularly to issues such as communication, consultation and
opportunities for participation in decisions which affect employee interests. Do the
organization’s policies meet the employee's expectations in these areas?

Employee H interview response:
Interviewer: Are the employees informed before any major changes?
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Interviewee: | would say yes, but again it depends on if it is an urgent change that needs to
be taken immediately, so on and so forth.

The Job satisfaction “fits”.

Authors draw on the works of Mumford for the five job satisfaction fits: knowledge
fit, psychological fit, efficiency fit, task structure fit, and ethical fit [22]. To assess the
level of job satisfaction, the researcher asks questions and observe the participants for
the assessment of the five fits. This investigation enables the employees to set some job
satisfaction objectives. The employer is expected to improve the work situations ac-
cording to the employee’s objectives. Semi-structured interview as earlier stated is a
good means of identifying problems and sometimes participants suggest solutions.

The semi-structured interview questions obtain information that will enable the or-
ganization design jobs in such a way that employees will enjoy their jobs during and
after a change. See table 4 below for examples of interview questions, these interview
questions are intended to lead to a short conversation rather than a straight forward
question and answer format.

Table 4: Examples of interview questions

How well do you think your skills and knowledge are used in your present role?

Do you need more training in your present role?

What are the consequences of change in a project you are involved in?

Do you have better opportunities than there are at present to develop further your skills and
knowledge?

Do you think that the employees (your) opinion matter to the organization/project?

Are the employees' decisions and opinions considered before introducing a change?

Do you get a sense of achievement from your current role?

Would you like a job that gives you status and prestige with your colleagues?

Would you say that the amount of work you do in your present role is too much for you?

Is your opinion asked when major changes are made to your job?

Would you like to participate in the decisions that affect your department or a project that you
are involved in?

Are you informed clearly and on time about changes that will affect your work?

Can you tell me how changes (project and organizational) are communicated to the employ-
ees?

Please can you make any recommendations as to how your job could be made more enjoyable
or satisfying for you?

What do you like most about your role?

The job satisfaction analysis provides an opportunity for the employees to present
their ideas. The researcher and the participants are all working within the system’s
boundary. For better analysis, participants tell their role, age, sex and number of years
in the organization, as the diagnosis of good and bad FITS will be made in terms of
these characteristics.

e The knowledge fit
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The organization have to decide what skill and knowledge requirements it has or has to
recruit at this level or to train someone to the level desired. Ciborra suggested that a
route to innovation is to attack the competency gap, allowing new competencies to
begin and substituting the current ones [6]. There will be a good fit when employees
believe that their skills are sufficiently used and that they are being trained to an ad-
vanced level. There will be a poor fit if employees believe that their skills and
knowledge are being under-utilized and that their opportunities for personal growth are
restricted. To get this requirement, the organization can train or can hire. To find out if
employees possess the required knowledge, the researcher probed and ask questions
using semi-structured interviews and chats.

e The psychological fit

It is known that everyone has powerful psychological needs, many of which we seek to
gratify within the work situation. If the employer can ascertain and meet these needs
then it will develop motivated employees. There will be a poor fit if employees have
psychological needs related to work which the work situation cannot provide for [22].

Psychological needs are influenced by a variety of personal factors, for example,
sex, age, family background, job role, education and class. They tend to vary at different
stages of one’s life so that the needs of a person starting his career are likely to be
different from those of a person nearing retirement age. During the case study investi-
gation, the researcher observed that the needs of a male employee are slightly different
from that of a female employee and that needs also varies according to age, role and
levels. The interview questions were structured to match different employees with dif-
ferent roles and levels.

o The efficiency fit

The organization need quality work and thus search for employees who will meet its
output and quality standards. Also, the employer needs employees that will accept its
organizational procedures and controls. Is the organization willing to provide the kind
of support services needed by the employees? Mumford mentions that there is a con-
tractual relationship based on the organization’s need for quality and output standards
and the individual's willingness to meet these providing: an effort-reward bargain is
seen as fair and his economic needs are met; work controls are seen as reasonable,
neither too rigid nor too loose; supervisory controls are acceptable [21].

e The task structure fit

This is how the organization has structured the employees work to meet their needs and
opportunity to make decisions. A structure that the employees are not required to per-
form a task that is too simple, too difficult or too dull. This is the diagnosing of what
the organization is expected to provide a work structure that meets the employees' needs
and interests, and also that they can perform tasks which they regard as important. The
researcher attempts to find out if the employees are comfortable in their work environ-
ment and that their opinion matters. The “fit” on this variable will be a good one if the
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level and kind of work provided by the employer meet the employees’ needs of stimulus
and variety [22].

e The ethical or social value fit

This is related to personal values, in work most employees wish to be judged not only
for their performance but also for their qualities as individuals. According to Bednar
and Sadok [2], ethical fit is the extent to which the human relations policies and prac-
tices of the firm fit their own views on how they should be treated. The researcher
collaborating with the employees attempts to find out how the organization rate per-
sonal qualities because some employers place a great deal of importance on perfor-
mance thereby neglecting the employees' values. There will be a bad “fit” if employees
are not human relations conscious while their employer is [22].

2.2 Stakeholder Analysis

This is done to generate knowledge about the participants, to understand their behav-
iours, intentions, and interests. The framework of this paper is built on critical reflection
and inclusion of all stakeholders through action research. The addition of different
stakeholders and their concerns is to get their different views on job satisfaction. Ana-
lyzing each stakeholder reveals more about his/her role, concerns, responsibilities and
processes, this helps to identify organizational and employee needs. Stakeholders anal-
ysis exposes the fears and concerns of each employee. Bednar and Welch mention that
employees also have issues of concern, not least that they will be rendered redundant
by application of robotics in production or service delivery [3]. According to Baxter
and Sommerville, each category of stakeholder is likely to have a different viewpoint
and different criteria for success [6].

The researcher adopted techniques from SSM for a better analysis, examples are,
rich pictures and CATWOE. The researcher uses these techniques to identify stake-
holders problems. All stakeholders have different worldviews, to identify this, each
stakeholder was interviewed. Semi-structured interview sessions were conducted last-
ing for about one hour, other means of communication consist of informal discussions
and study of problem situation with the use of Rich Pictures (RP). See figure 2 below.
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Figure 2: Rich picture sample

Tl )
”}"ﬁz - | (e ) e CoPuEs Fechnicat, Hinantial § humin Resotacs Change @
| il oy —
| ReePT, — = CAPIMRES BVERS PLECE OF (ORLES Brbéng
it -m“{k[ It ) PROSECT  4CTOR (& nee
o azmit o f u) [ L‘h"‘” i S
77 - e ~, vy POLIC —
pepanats® | P L _'_'_E e LT N PR .C lm\:fn (O Pﬁ?‘wu
[ Ty | pp HERER REsed ¥ 12 Tommnng § arcsad. perennd]
ph A= r( o\ | comnies w«up T ";Zf’”?h‘f)r s

R i g et
[ Goemat

he %

e T et |

m..w-c sipae W\.N&\de\mm
/ : 5 20 UE G wnsii 1
e TR

i o o
e

[ L

\)\E
)(d\./" 5\3’3"“5 f,\T&:: tn{f‘ié’"" | [KFXU&Bru.fJ

o) I
IS . ""”-’f‘?f_\g@.@lf(/‘f X{E‘“?(
l _— e o

ismnumv' vag w“&s w—w—’ BN OF DIEERE
i

e \
(«J &mi“f:;uw - ¥ ‘wfﬁ,\m\

(,m )
: .x;g;g‘ré‘

.Ll‘\'\\;rtf

s

! 5 -

< ‘,;‘wk‘““’ P
e

The RPs was analyzed by the researcher, the project manager and the implementa-
tion manager. It was updated at different stages of the project and alterations were made
according to observations. RP sample (figure 2) shows the employees and organiza-
tional concerns. The RP was drawn by the researcher showing the case study setting
and pointing out some issues. Examples of the issues are communication, workload,
training, financial and time issues. The RP and the issues captured were discussed with
the project manager, changes were made and other versions were created.

2.3 Future Analysis

Planning and implementing an organizational change takes time and resources. The
extent of the change will determine the time and funds needed, and participants to be
involved. According to Mumford, even quite small system changes take significant
time and resources, whilst the execution of major systems may require a period of sev-
eral years [10]. Those who design and plan the organizational change must be capable
of foreseeing the needs of the employees that if not met can cause resistance or jeop-
ardize the intended goal of the change. Job satisfaction analysis and stakeholder analy-
sis should be done before a change is implemented. Indeed, it is clear that employees
are ready to open up about the challenges they encounter daily if the organization are
ready to fix it and make work easier.

Authors of this paper recommend that organizations should have small group dis-
cussions with the employees before the organization considers ways of improving job
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satisfaction. This will enable employees to provide helpful feedback and create their
desired job satisfaction objectives. The employer and the change management team
should list those objectives which are most important to all employees and this does not
mean that other objectives should be overlooked. The organization should have strate-
gies for meeting the needs identified as this will lead to achieving employees job satis-
faction.

3 Results

Eighteen employees were interviewed, all were involved in the project of investigation.
Participation was voluntary, based on the acceptance of the interview/meeting request
sent out. For the reason that it was an action research, the researcher had the opportunity
to interview and chat with employees more than once. The results and findings of the
research study are,

o Efficiency problems due to changes from the organization/customer. Employees
need training before and after a change is introduced.

o Employees who have a higher level of satisfaction tend to derive more satisfaction
in participating in organizational change, while employees who have lower level feel
left out and lost when change happens.

e The organization could learn a great deal about the change management and skill
management during change and after the change.

¢ Financial benefits, reward, promotion plays a very important role to satisfy, retain
and attract employees.

e Employees engaging in more face to face meetings with group/project leaders will
help the organization to figure out employees problems and ways to fix it.

¢ Organizations that have employees with high job satisfaction are more productive
during organizational change.

e Employees want to be involved in decisions making.

o Employees seem to be comfortable and work better in a good working environment
during change.

4 Conclusion

This paper presents an approach to studying employees’ job satisfaction for effective
organizational change management through job satisfaction and stakeholder analysis.
It attempts to integrate Enid Mumford’s job satisfaction fits and contracts between the
employer and the employees, together with the researcher and participants' experience
through action research. Systems approaches such as Soft Systems Methodology and
CATWOE as developed by Peter Checkland was applied.

Paper acknowledges that organizational needs and employees' needs are influenced
by the external environment and by its internal processes and procedures, and individ-
ual needs are a product of the employee's personal environment and his work expecta-
tions/aspiration. The employee needs are not something that remains constant, it alters
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during an individual's lifetime and also the needs of an organization can change. It is
important to note the demands and needs of each employee, these different individual
needs and expectations support job satisfaction. According to Mumford, if job experi-
ence does not meet job needs and expectations then there will be an absence of job
satisfaction [20]. Management and employee relationships have been viewed as a series
of contracts covering five broad areas of employee needs. These are knowledge needs,
psychological needs, effectiveness needs, ethical needs and environmental needs. A
good fit on all these variables was experienced produce mutually beneficial relationship
and job satisfaction.
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