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Abstract 

The purpose of this dissertation was to describe the nature of the relationship 

between organisational culture, job satisfaction, and employee attitude toward 

organisational change in a South African provincial government organisation. Change 

in an organisation has an impact on its culture, strategies, policies, procedures, 

information technology systems, and organisational structures. In the context of a 

government organisation, change is necessary to improve the quality and impact of 

services for citizens.  

A review of existing literature examining the constructs was undertaken. This 

was coupled with an empirical study in which 152 individuals, employed by the 

organisation, were surveyed to gather relevant data. Information was analysed using 

statistical techniques. The analysis reflected significant relationships between 

organisational culture, job satisfaction, and employee attitude toward organisational 
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change. It became apparent that these constructs are positively and significantly 

related, and that organisational culture and job satisfaction are predictors of employee 

attitude towards organisational change.   
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organisational change; continuous improvement; governmental transformation; 

service delivery improvement; change management; change readiness; change 

resistance 
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Chapter 1 

Scientific Orientation of the Research 

This study focuses on the relationship between organisational culture (OC), job 

satisfaction (JS), and employee attitude towards organisational change (ATC). The aim 

of this chapter is to outline the background and motivation for the study. Thereafter the 

problem statement and research question, research aims, research setting and context, 

paradigm perspectives, research design, conceptualisation and literature review, 

methods used to ensure validity and reliability and ethical considerations are discussed. 

Finally, an outline of the chapters to follow is provided.  

1.1 Background to And Motivation for the Research  

Due to extensive and rapid changes in the knowledge economy and technological 

advancements, organisations are urged to change and adapt to changes (Khajehdadi, 

et al., 2017). Change is the shift from a present state towards a future state (Cummings 

& Worley, 2015) or a solution to some significant threat or opportunity arising outside of 

the organisation (Rahman et al., 2004). The exponential changes in the world have 

compelled organisations to continuously improve their performance to ensure that they 

are enabled to respond to internal and external change forces (Cummings & Worley, 

2015; Khajehdadi et al., 2017). The COVID-19 pandemic, with its unprecedented, 

sudden, and far-reaching impact on existing ways of being and operating, is an example 

of how an external change force can compel both individuals and organisations to 

drastically revise and change the way in which they operate in order to survive.  
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Cummings and Worley (2015) and Chong et al. (2018), stated that exponential 

changes occurring worldwide have compelled many organisations to adopt a business 

philosophy of continuous improvement to ensure that they possess the capabilities to 

respond to internal and external change forces. Further, in relation to taking a proactive 

stance, Cummings and Worley (2015) reiterated that modifications to existing values 

may arise in four domains of organisational activities, namely: organisational culture, 

strategy, technology, and social changes in the environment.  

According to Anderson and Ackerman-Anderson (2010) and Cummings and 

Worley (2015), the need to change could be increased and motivated by some stimuli 

such as market requirements for business, organisational requirements, cultural 

requirements, workforce nature, economic shocks, competition, social trends, global 

policies, employee and manager behaviours, as well as leadership mindsets. 

Organisational change refers to a set of solutions from multiple groups inside an 

organisation responding to the said change (Cummings & Worley, 2015). The process 

of implementing organisational change examines the capabilities of managers and 

employees, as well as the functionality of the work environment in relation to how it 

affects employee behaviour and attitude. Singh and Gupta (2018) stated that this 

transition-facilitation is critical to prevent the escalation of uncertainty, emotional strain, 

and dissatisfaction during the process of transferring a situation from the known to the 

unknown. 

Organisational Culture (OC), as a fundamental managerial principle, is described 

as a pattern of basic assumptions that a given group has invested, discovered or 

developed in learning to manage difficulties. According to Schein (2010), when basic 
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assumptions by a given group relative to problems experienced with external-adaptation 

and internal-integration has worked well enough to be considered valid, the same 

principles can continue unabated and be taught to new members. This deduction is 

reiterated by Mullins and Christy (2013), who stated that OC is a combination of 

artefacts, values, beliefs and underlying assumptions about appropriate behaviour 

shared by organisational members.  

Previous studies by Coetzee and Stanz (2007) revealed that OC is a positive driver 

of employees’ behaviours and attitudes during the process of organisational change. 

For instance, Miry (2021) argued that to influence individuals’ attitudes and behaviours 

in a positive manner, organisations should ensure that the work environment promotes 

harmony. The work environment should thus be a space where employees could be 

self-motivated and productive and satisfied that their input is on par with the reward 

system and working conditions. 

According to Marandi et al. (2016), numerous organisations operate from a 

different perspective of what is otherwise a typical corporate culture, instead, their OC 

embodies non-conforming principles. They further suggest that an organisation 

operating within an environmental context is likely to influence the attitudes and 

behaviours of its employees differently. A considerable review of literature provides 

evidence on the disparity among scholars regarding the concept of OC, including its 

characteristics, research design, and its effectiveness in achieving goals through 

proactive outcome-specific strategies (Boyce et al., Cecil, 2013;2015); Mullins et al., 

2013; Schein, 2010).  Chong et al. (2018), however, stated that there is consensus that 

OC is an important factor for the achievement of any change management initiative.  
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Mitonga-Monga et al. (2018) defined JS as a pleasurable or positive emotional 

state that results from the evaluation of one’s job. Tsai (2008) elaborated further that JS 

mirrors an individual’s general attitude towards their job. According to Salleh et al. 

(2012), the level of JS is derived from employees’ evaluation of their job responsibility 

and working environment; consequently, employees develop positive or negative 

attitudes towards the rules, beliefs, and values of the organisation. In retrospect, Bellou 

(2010) recognised that workers’ attitude to organisational change has the power to have 

either a positive or negative impact on their working conditions. He further stated that 

employees tend to experience greater levels of JS when their abilities, values, and 

experiences are productively utilised in the working environment, and when their 

expectations are met (Bellou, 2010). 

JS is important to both the worker and the organisation. For both to thrive, a variety 

of factors must be met, including challenging work, good working conditions, job 

security, and incentive-based reward systems. However, if the status quo is immobilised 

to modify an organisation’s policies, shared assumptions, values and beliefs, it might 

cause a ripple effect of discontentment. While engaged workers’ behaviour and attitude 

towards transition is likely to be co-operative, other employees might resist change 

(Mullins & Christy, 2013; Pooja, 2017). 

Tams (2018) stated that ATC is considered indicative of the future success of 

organisations. Also focusing on employee attitude, Secord and Backman (1964) and 

Singh and Gupta (2018) agreed that attitude refers to a certain regularity of an 

individuals’ opinions, thoughts and predispositions to act in response to some aspects 

pertaining to their work environment. Cummings and Worley (2015) took it a step further 
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by explaining that attitude is perceived as a person’s tendency to feel, think or behave 

in a positive or negative manner, aimed at the object of their standpoint.  

Piderit (2000) added that it is a person’s cognitions that influences their attitude 

towards change. For instance, Cummings and Worley (2015) argued that a positive 

attitude towards organisational change is perceived as a key determinant that binds an 

individual to a course of action deemed necessary for the successful implementation of 

the change initiative. Similarly, Faghihi and Allameh (2012) posited that adopting an 

attitude towards initiating organisational change can be understood through three 

distinct components, namely cognitive, affective and behavioural tendencies. These 

three components merge seamlessly to influence individual employees to either support 

or resist the change process in organisations. 

Previous studies by Tașkiran et al. (2017) established that OC influences 

employees’ work-related outcomes, such as JS, and positive experience with previous 

transformations. According to Choi (2011), employees’ work-related outcomes are 

achieved through a collaborative change-management culture. Similarly, Bellou (2010) 

and Macintosh and Doherty (2010) stated that cultural differences should be taken into 

consideration when the effects of change-management styles are studied.  

 

Bellou (2010) further revealed that OC related positively with JS. Macintosh and 

Doherty (2010) and Chong et al. (2018) found positive correlations between employees’ 

JS and their attitudes towards organisational change.  
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1.2  Problem Statement  

Previous research evidenced the relationship between work-related outcomes and 

improved organisational performance, however, Bellou (2010), Choi (2011), Chong et 

al. (2018) and Macintosh and Doherty (2010) conceded that despite this, there seems 

to be a paucity of topic-specific research regarding OC, JS and ATC.   

Shah and Irani (2010) stated that signs of positive employee attitude and 

behavioural leadership, in relation to affirmative organisational change, are crucial for 

management and change agents to achieve successful organisational transformation. 

While Bellou (2010) stated that separate studies were conducted to determine the 

relationship between OC and JS, Macintosh and Doherty (2010) stressed that OC and 

employee attitude are the consequence of organisational change. They further argue 

that there has been a lack of research examining the relationship between OC, JS and 

ATC (Macintosh & Doherty, 2010).  

Macintosh and Doherty (2010) invited future researchers to investigate the 

relationship between OC, employees’ attitude towards change and other organisational 

outcomes such as JS and commitment to change. 

In this study, the researcher is posing the question of how both senior managers 

and other employees interpret the relationship between an OC directive and its 

relationship to their JS and attitudes towards organisational change in a South African 

provincial government organisation (SAPGO).   
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The researcher assesses this collaboration by identifying if there is a relationship 

between OC, JS and ATC, and if so, to what extent OC and JS predict ATC within the 

SAPGO. 

Based on the above discussion and review of the literature concerning OC, JS, 

and ATC, this study attempted to address the following research question: What is the 

nature of the empirical relationship between OC, JS, and ATC within a SAPGO? 

1.3  Research Aims  

This section provides detail on the aims of this research.  

1.3.1 Primary Aim 

Given the above research question, the primary aim of this dissertation is to 

determine whether a relationship exists between OC, JS, and ATC in the SAPGO.  

The specific aims below were formulated for the literature review and the empirical 

study. 

1.3.2 Specific Aims of the Literature Review 

The following are the specific aims of the literature review: 

Aim 1: To conceptualise the constructs of OC and JS. 

Aim 2: To conceptualise the construct of ATC. 

Aim 3: To integrate the theoretical relationship between OC, JS and ATC.  
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1.3.3 Specific Aims of the Empirical Study 

The following are the specific aims of the empirical study: 

Aim 1: To determine the nature of the statistical relationship between OC and ATC.  

Aim 2: To determine the nature of the statistical relationship between JS and ATC.  

Aim 3: To determine whether OC and JS predict ATC.  

Aim 4: To formulate recommendations in terms of future research and practice. 

1.4 Research Setting and Context 

The nine provinces of South Africa are governed by provincial governments which 

form the second tier of government between the national government and the 

municipalities. The provincial governments are established, and their structure defined, 

by Chapter Six of the Constitution of South Africa, 1996. The organisation examined in 

this study is one of thirteen departments within a South African provincial government 

organisation (SAPGO). The organisation that was examined is primarily tasked with 

providing a centralised human resource, corporate service and support function to other 

governmental departments, such as Economic Development, Human Settlements, 

Community Safety, Health and Education. 

Unlike privately owned organisations, public sector organisations such as the 

SAPGO under study, traditionally do not measure performance based on increased 

market share, but rather on the improvement of service delivery. Public sector 

organisations, however, also face similar challenges to their private sector counterparts, 

such as constant changes in the economy, environment, leadership, strategy, systems 

and processes. The rationale for conducting this study in this specific environment, 

https://en.wikipedia.org/wiki/Chapter_Six_of_the_Constitution_of_South_Africa
https://en.wikipedia.org/wiki/Constitution_of_South_Africa
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therefore, is to develop mechanisms to assist the public sector to improve its resilience 

and cope in an everchanging and highly demanding environment.  

It is presumed that an investigation regarding the possible relationship between 

the OC, JS and ATC could provide insight and recommendations to assist the public 

sector to respond seamlessly to internal and external changer forces in order to 

continuously improve service delivery for citizens.   

1.5 Paradigm Perspectives 

A paradigm has its origin in Greek, where it means pattern; it is defined as a basic 

set of beliefs or worldview that guides research action (Kivunja & Kuyini, 2017). 

Similarly, a paradigm may be defined as a model or meta-theoretical conceptual 

framework within which theories in a particular area of research are constructed 

(Colman, 2015). The researcher has chosen certain appropriate paradigms to act as 

containers for the conceptualisation and operationalisation of the research constructs. 

The literature review is presented according to key proponents of a humanistic 

paradigm. The basic relevant behavioural assumptions of this paradigm include, 

according to Naran (2013), notions about meaningfulness, motivation, positivity, and 

human experiences. Bland and DeRobertis (2018) stated that humanistic psychology 

emphasises individualised qualities of optimal well-being, utilises creative potential to 

benefit others, and applies relational conditions that promote those qualities as the 

outcomes of healthy development. Accordingly, the humanistic paradigm is relevant to 

this study as employees are viewed as continually evolving and motivated by a 
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commitment for lifelong learning to progress towards greater levels of interactive and 

integrated functionality, increased productivity, and wealth creation.  

The empirical study is presented from the positivist paradigm. The basic relevant 

behavioural assumptions of this paradigm include ascertaining the truth based on 

factual data and legal directives, following a quantitative method. Mouton (1996) stated 

that the ontology pertaining a positivist paradigm takes the view that social reality is 

external and objective. Thematically, the quantitative study focuses on the relationship 

between OC, JS and ATC. The study provides quantitative measures of those 

constructs that have a definitive value, using statistical techniques. This quantitative 

approach is perceived as objective and facilitates the objectiveness of the study. 

Limiting researcher bias is the interpretation of the data run through a statistical 

programme with results that are statistics-based. The constructs are subsequently 

discussed in the literature chapters (Chapter 2 and Chapter 3). 

For the purposes of this study, OC and JS are viewed as the independent variables 

and ATC is viewed as the dependent variable. The intention of this research is to 

measure the following: 

• The relationship between OC (independent variable) and ATC (dependent variable).  

• The relationship between JS (independent variable) and ATC (dependent variable). 

• The extent to which OC and JS predicts ATC.  

Empirically the statistical relationship between constructs are presented as 

follows:  
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Figure 1.1  

The relationship between OC, JS, and ATC 

 

 

Methodological assumptions are beliefs concerning the nature of social science 

and scientific research. Method has been described as a philosophical evaluation that 

uses investigative techniques within a discipline, as well as a research strategy that 

translates ontological, epistemological, axiological and other rhetorical principles into 

guidelines illustrating how research is to be conducted and how findings will be reported 

(Goduka, 2012).  

1.5.1 Epistemological Dimension 

Epistemology acts as a lens through which a research topic is approached (Ward 

et al., 2015). Epistemology raises many questions, including how reality can be known; 

the relationship between the knower and what is known; the characteristics, principles 

and assumptions that guide the process of knowing and the achievement of findings, 

and the possibility of that process being shared and repeated by others in order to 
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assess the quality of the research and the reliability of those findings (Vasilachis de 

Gialdino, 2009). The epistemological stance of the empirical study is that of positivism. 

Positivism is based on the idea that, “the universe or world conforms to permanent and 

unchanging laws and rules of causation and happenings; that there exists an intricacy 

and complexity that could be overcome by reductionism; and with the intention of 

asserting an importance and emphasis on impartiality, measurement, objectivity and 

repeatability,” (Aliyu et al., 2014 p. 81-82). This study takes the positivist stance as it 

follows a quantitative approach to statistically measure and test the relationships 

between the constructs.  

1.5.2 Ontological Dimension  

Ontology is defined as what is known to be real (Ward et al., 2015), seeking 

responses to questions such as “What kind of being is the human being?” and “What is 

the nature of reality?” (Sparkes, 2015, p. 5). Researchers who embrace this point of 

view will attempt to determine causes and effects, as well as explanations of 

phenomena. The empirical study follows the positivist approach as it is scientific in 

nature and emphasises building knowledge by testing specific research hypotheses and 

describing the relationship between OC, JS and ATC.  

1.5.3 Methodological Dimension  

Sparkes (2015) highlighted the methodological dimension as being focused on the 

process of research, namely how researchers go about gaining access to and 

knowledge of the world. Research methodologies encompass two main approaches: 

quantitative or qualitative (Punch, 2013). In this study, quantitative (exploratory and 
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descriptive) research is presented in the form of a literature review and an empirical 

study focusing on OC, JS and ATC. 

1.6  Conceptualisation and Literature Review 

The literature review focuses on the conceptualisation of OC, JS and ATC. These 

constructs are defined individually, with additional information provided on related 

models, as well as factors influencing the constructs. Thereafter research on the 

relationship between the constructs is discussed, and the chapters are concluded with 

an integrated summary. OC and JS are presented together in Chapter 2 as they 

represent the independent variables. ATC is discussed in Chapter 3 as the dependent 

variable.  

1.7  Research Design 

Research design refers to how the conditions are arranged within a study to permit 

testing of the hypotheses (Kazdin, 2016). Arrangement refers to what groups are 

included in the study and how they are formed (e.g. random assignment, pre-existing 

group), the conditions to which they are exposed, and how these conditions are 

implemented (e.g. experimentally manipulated, group selection based on some 

participant characteristic) (Kazdin, 2016). The research approach, strategy, variables, 

methods used for this study to ensure validity and reliability, as well as research method 

are discussed below.  
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1.7.1 Research Approach 

A quantitative, cross-sectional survey-based research design was used in this 

study to investigate the relationship between OC, JS and ATC within a SAPGO. A 

survey was conducted to collect data in this study. According to Senthilnathan (2017), 

a survey examines the frequency and relationship between psychological and 

sociological variables and taps into constructs such as attitudes, beliefs, prejudices, 

preferences and opinions (Creswell & Poth, 2016). Surveys are useful because the 

researcher can generalise from the sample and draw inferences to the population 

(Creswell & Poth, 2016). Moreover, they are appropriate for research that has 

individuals as the unit of analysis (Creswell & Poth, 2016). 

 

Creswell and Poth (2016) further indicated that researchers often conduct 

exploratory research in new areas of investigation, where the goals are as follows: to 

determine the scope of a particular problem, phenomenon or behaviour; to come up 

with initial ideas about a phenomenon; and to examine the viability of conducting a more 

extensive study of the phenomenon. Exploratory research is used when not much is 

known about the focus area and the main purpose is to explore the topic by 

accumulating basic data about the phenomenon (Mohajan, 2018). This study is 

exploratory because, although various researchers studied factors that influence 

change effectiveness and change readiness, using different antecedents unlike the 

proposed research, there seems to be a lack of research that attempts to understand 

the relationship between employees’ perceptions and experiences of their OC and how 

this relates to their JS as well as their attitude towards organisational change.  
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According to Salkind (2012), descriptive research helps researchers to describe 

the characteristics of a prevailing phenomenon and to simplify the general nature of the 

collected data. This type of research is important for this study, because it assists in 

portraying an accurate profile of the individuals, events and situations being studied 

(Salkind, 2012). Descriptive research was also useful in terms of conceptualising the 

constructs of OC, JS and ATC the organisation.  

Explanatory research studies the causal relationships between variables (Tredoux 

& Durrheim, 2013). The objective of this type of research is to connect the dots in 

research by isolating causal factors and the results relating to the target phenomenon 

(Creswell & Poth, 2016). Explanatory research was used in this study with the aim of 

establishing the association between employee’s perceptions of their OC, JS and their 

attitude towards organisational change.  

1.7.2 Research Strategy 

One survey encompassing four instruments was administered to measure the 

constructs of OC, JS and ATC as well as biographical information. This approach 

supports the investigation of the hypotheses by using instruments that have been 

proven to be valid and reliable. This research strategy is best suited for the study, as it 

allows for the relationship between the constructs to be investigated statistically and to 

draw conclusions from the correlations and regressions regarding the population under 

study (Bryman, 2016). An electronic survey questionnaire was sent via e-mail to 

employees of the SAPGO. Employees who could not access the electronic platform 

were allowed to complete the questionnaire manually using pen and paper. Data was 

then collected and analysed accordingly. 
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1.7.3 Research Variables 

Blanche et al. (2006) described a variable as a dependent or independent concept 

that can be measured. Variables are usually conceptualised as having a cause-and-

effect connection; the variable considered to be the cause is the independent variable 

and the variable considered to be the effect is the dependent variable (Bryman, 2016). 

In this study, OC and JS were considered as the independent variables and ATC was 

considered the dependent variable. 

1.7.4 Unit of Analysis 

A unit of analysis refers to factors such as characteristics, phenomena and 

behaviour which could interest the researcher and allow him/her to describe, explain 

and summarise them (DeCarlo, 2018). In this research the unit of analysis is the 

individual (DeCarlo, 2018). 

1.7.5 Research Method  

This section is focused on the research method which highlights the different steps 

that were followed in the empirical study. 

1.7.5.1 Step 1: Population, Sampling and Sample. This section describes the 

population, sampling procedure and sample of the study.  
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 1.7.5.2 Step 2: Measuring Instruments and Scoring. This section describes the 

measuring instruments used in the study. 

1.7.5.3 Step 3: Administration and Data Collection Procedure. This section 

explains the process undertaken to administer the survey as well as the data collection 

procedure. 

1.7.5.4 Step 4: Statistical Analysis and Hypotheses Formulation. Statistical 

analyses and the hypotheses of the study are presented in this section.  

1.7.5.5 Step 5: Results. This section provides the results of the study. 

1.7.5.6 Step 6: Conclusions, Limitations and Recommendations. The section 

gives the conclusions, limitations and recommendations for future research.  

1.8  Methods Used to Ensure Validity and Reliability 

This section discusses methods used to ensure validity and reliability. 

1.8.1 Validity 

The validity of the literature review has been ensured using models and theories 

relevant to the research topic, problem statement and aims of the study. This study 

made use of an array of recent and more classical literature. This assisted in a valid 

conceptualisation of the relevant items and constructs.  

In addition, the validity of the empirical study was ensured through the use of 

measuring instruments that are applicable to the research variables. This was confirmed 
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through a critical analysis of the measuring instruments in order to ensure that they 

reliably measure the constructs which needed to be tested (Blanche et al., 2006).  

1.8.2 Reliability  

Reliability regarding the literature review was addressed through the analysis and 

review of existing literature sources, theories and models relevant to this study and 

related studies.  

The reliability of the empirical study was proven using measuring instruments that 

were proven reliable in previous studies. In addition, Cronbach’s Alpha coefficients were 

used to establish internal consistency and resultant reliability of the instruments used to 

collect data (Creswell & Poth, 2016). 

1.9  Ethical Considerations 

This research study has noted ethical requirements and is designed to support 

these requirements. Ethical guidelines, as stipulated by the Department of Industrial 

and Organisational Psychology, form the basis of the ethical considerations. Ethical 

clearance (2015_CEMS/IOP_028) has been obtained through the Research Committee 

of the Department of Industrial and Organisational Psychology of the University of South 

Africa prior to the commencement of the research study (see Appendix 1).  

Permission was obtained in writing from senior management of the SAPGO prior 

to conducting the research and the purpose of the survey questionnaire was explained 

to participants prior to their completion of it. Participants were also reminded of their 

right to withdraw from completing the survey questionnaire with the guarantee of no 
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negative repercussions. Participants were not required to provide any personal details, 

were guaranteed anonymity and were assured that their answers to questions would be 

held in the strictest confidence. Anonymity was furthermore safeguarded as participants 

were not required to provide any identifying information, nor were their email address 

printed or recorded in any way. Confidentiality was also assured by not requesting any 

personal information at any stage during the data collection phase.  

1.10  Chapter Layout 

The structure of the study in terms of the chapter layout is as follows:  

Chapter 2: Organisational Culture (OC) and Job Satisfaction (JS) 

This chapter conceptualises OC and JS. Models and factors that influence OC and 

JS are discussed. A summary is thereafter provided. 

Chapter 3: Employee Attitude Towards Organisational Change (ATC) 

The aim of this chapter is to provide a conceptual analysis of ATC, including a 

discussion on organisational change and relevant models of ATC. A summary is 

thereafter provided.  

Theoretical Integration 

In this section the above constructs are theoretically integrated and a short 

discussion on the influence of biographical variables on the constructs is presented. 

Chapter 4: Research Method 

The research method and design are discussed in this chapter. 
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Chapter 5: Results 

In this chapter results pertaining to the research are presented. 

Chapter 6: Conclusion 

In this concluding chapter the limitations of the research are outlined.  

Recommendations based on the results of the research as well as recommendations 

for future research are discussed. 

1.11 Chapter Summary  

In this chapter the background and motivation for the research, problem statement, 

research question, aims, setting and context, paradigm perspectives, research design, 

as well as methods to ensure validity and reliability (including ethical considerations) of 

the study are discussed. The next chapter deals with the variables of OC and JS.  
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Chapter 2 

Organisational Culture and Job Satisfaction 

This chapter focuses on the first aim of the literature review in its conceptualisation 

of the constructs of organisational culture (OC) and job satisfaction (JS). It then provides 

models of OC and JS. Lastly, topic-specific research and a summary of the chapter are 

imparted. 

2.1 Conceptualisation of Organisational Culture 

OC can make or break an organisation. The essence of OC constitutes the beliefs 

and behaviours that permeate an organisation. Yet, its definition involves much more 

than beliefs and behaviours. While many scholars have studied the concept of OC, 

Naqshbandi and Tabche (2018) found no consensus on its definition and no dominant 

paradigm for studying it. 

According to Mullins and Christy (2013), OC is a construct that is defined and 

explained in various ways. It reflects the underlying assumptions of how work is 

performed, what is defined as acceptable behaviour, and the actions that are 

encouraged or discouraged in an organisation (Black et al., 2014). It has a persistent 

effect on employee attitudes and behaviours, even when individuals are not consciously 

aware of the concept of culture (Mullins & Christy,2013).  

Cecil (2013) defined OC as the pattern of basic assumptions that a given group 

has invented, discovered, or developed in learning to cope with the problems of external 

adaptation and internal integration. These valid behaviours would be taught to new 
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members as the correct way to perceive, evaluate and respond to problems, issues and 

decisions while in the employ of the company (Cecil, 2013). Similarly, Ostad (2011) 

stated that OC is the dominant behavioural pattern evident among organisation 

members and that this configuration is based on the values, beliefs and habits that are 

accepted by the majority of staff. 

The accepted norms and behaviours within an organisation regulate how 

employees perform and serve customers, how they co-operate with each other, whether 

they feel motivated to meet goals, and whether they are sincerely committed to the 

organisation’s overall mission. OC, therefore, determines how employees do their work 

(independently or collaboratively) and whether employees feel inspired, committed and 

engaged or annoyed, overworked and underappreciated (Groysberg et al., 2018).  

Kamenou (2007) asserted that to understand the culture of an organisation, 

researchers need to delve into the underlying assumptions of the organisation. Mullins 

and Christy (2013) added that by studying the assumptions that underlie an 

organisation’s culture, researchers can highlight objective data, which could help 

employees relate to the culture. This supports the notion by Mitonga-Monga (2016) that 

OC is not only a powerful strategy in organisations but also an organisational context 

factor. Organisational context factors are sets of circumstances and conditions that 

influence and shape the mindset of employees; including events such as mergers, 

restructurings or change brought about by re-structured hierarchies, and other external 

forces.  

According to Mullins and Christy (2013), OC is deeply rooted within the 

organisational system, as it is a process that should, ideally, evolve with company 
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growth. Mullins and Christy (2013) further stated that an organisation’s culture is a 

credible source to gain a competitive advantage: its collective models include 

communication, motivation, growth opportunities, and supervising support. 

Organisations tend to influence new employees to revise their viewpoints and adapt 

their mindset to the OC. The reformed mindset then facilitates their understanding of 

and proficiency in future developments in the business and their future world of work.  

OC and leadership practices criss-cross profoundly within an organisation (Giritli 

et al., 2013). Various cultural characteristics dictate how managers lead employees 

towards JS and individual progress (Giritli et al., 2013). OC is therefore also perceived 

as an explanatory concept that describes not only an organisation’s ethos but also its 

rationale for people’s behaviour. It is a basis for condemnation or praise and a blueprint 

that makes a company what it is. A strong, enduring OC provides persistent guidance 

for task operation, improves communication efficiency, and lays a solid foundation for 

the management of tasks (Brunetto et al., 2014). 

Martinez et al., (2015) added that OC can also be seen as a business philosophy 

that provides guidelines for employee behaviour that could strongly influence their 

decision-making processes. OC is therefore a system of shared assumptions, values, 

and beliefs that govern how people behave in organisations and uphold policies and 

regulations. These shared values, assumptions and beliefs have a strong influence on 

the people (employees) in the organisation and dictate how they dress, behave, carry 

out their jobs, and act as ambassadors of the organisation outside of working hours 

(Cecil, 2013). 
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OC is a living, breathing aspect of an enterprise that is supposed to develop and 

change as the company grows (McClain, 2017). The continual development of an 

organisation’s culture must at all times be a truthful representation of the company’s 

values and other important employee benefits such as wellness programmes, workers 

compensation, health insurance, and salary progression McClain (2017). Chong et al. 

(2018) supported this notion and stated that organisations that cultivate and create a 

positive OC, which is relevant to current expectations, are more likely to engage 

optimally with their stakeholders – customers, employees and communities. The 

researcher supports this view and is of the opinion that in order to be effective and 

evolve over time, certain aspects of OC must continually be upgraded, such as its 

reward culture, growth opportunities (training culture), communication, and supervisory 

supportive culture. 

For the purpose of this study, OC is, therefore, defined as a system comprised of 

shared assumptions, values, and beliefs that govern how individual employees should 

behave within and outside the organisation. These shared values strongly influence the 

way in which employees process and internalise information, make sense of it, and 

behave as a result of this process. OC dictates not only how employees should perform 

their jobs and advance their skills repertoire but also how they dress and act within and 

outside the organisational environment (Denison, 1990; Martinez et al., 2015).  

Applicable models of OC are discussed next. 

2.2 Models of Organisational Culture 

Researchers can approach OC from different perspectives and access an 

assortment of OC models in literature. Prior to describing different models, one must 
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first acknowledge a certain degree of definitional ambiguity surrounding the construct of 

OC (Boyce et al., 2015). 

Despite this ambiguity, various definitions focus on the values, beliefs, and 

assumptions held by an organisation’s members, which facilitate shared meaning and 

guided behaviour (Boyce et al., 2015). These common focus areas imply that OC is 

indeed a system that guides the way in which people in the organisation behave in order 

to be successful. When choosing relevant OC models applicable to a study, researchers 

should take cognisance of the ambiguity and commonality that exist. 

Denison (1990) proposed that researchers venture into building new management 

paradigms to develop the concept of OC. Accordingly, various new models and theories 

of OC have been developed (Boyce et al., 2015). The intention of these being to provide 

frameworks to facilitate understanding and address OC and its components. One can 

draw upon several models to ascertain the categories that constitute an OC. The three 

models of OC discussed in this research are Schein’s (1985) model, Cameron and 

Quinn’s (1999) model, and Denison’s (1990) model. These models were chosen 

because they provide for a high degree of abstraction and complexity reduction, which 

were deemed useful in achieving the objectives of this study.  

2.2.1 Schein’s Model of Organisational Culture 

Perhaps the most notable OC model is that of Schein (1985, as cited in Cecil, 

2013). The description of this model is perceived as a classic narrative of the evolution 

of culture across the organisational life cycle. Schein proposed that early in the life cycle 

of an organisation, culture mainly reflects the values of the founding leader (Boyce et 
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al., 2015). Later on, these values are challenged as the organisation adapts and 

responds to internal and external hostilities (Boyce et al., 2015). Over time, these values 

can enhance an organisation’s responsiveness and are therefore imparted to new 

members so that they may adopt the correct way to perceive, think, and feel in relation 

to problems (Cecil, 2013). This set of fundamental beliefs and assumptions then 

becomes deeply engrained and reflects cumulative lessons learned in the organisation 

(Cecil, 2013). 

Schein developed his OC model to make culture more visible within an 

organisation. While prior researchers considered OC as a single construct, Schein 

analysed it through three levels and defined the term level as, “the degree to which the 

cultural phenomenon is visible to the observer.” (Schein, 2010, p. 25). Figure 2.1 

depicts the three level of Schein’s model.  
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Figure 2.1  

Three-level OC model by Schein (adapted from Schein, 2010). 

 

Schein (2010) differentiated between the levels of culture by treating the first level, 

underlying assumptions, as the culture’s essence or core. These underlying 

assumptions are taken for granted by employees and are treated as non-negotiable 

(Schein, 2010). The second level, espoused beliefs and values, forms a bridge between 

the underlying assumptions and the visible artefacts and behaviours. This includes 

norms and rules of behaviour that employees use as a way of depicting the culture to 

themselves and others (Schein, 2010). The third level, artefacts and behaviours, is 

treated as observed manifestations as a result of the cultural essence, including both 

What is deeply believed in and acted 
upon –

Unconscious, taken for granted 
beliefs, perceptions, thoughts and 

feelings about the organisation and 
its purpose. The ultimate source of 

values and creation.

2. ESPOUSED BELIEFS & VALUES

1. UNDERLYING ASSUMPTIONS

3. ARTEFACTS & BEHAVIOURS

What is communicated –
What would an individual be told is 
the reason why things are the way 

they are in the environment. This 
includes organisational philosophies, 

strategies, goals, norms and 
justifications.

What is seen and visible -
The newcomer, visitor or consultant 

would be able to notice this. For 
example, dress style, physical 

appearance and layout, degree and 
formality, logos, vision and mission 

statement, organisational structures 
and processes.

SCHEIN’S THREE LEVELS OF ORGANISATIONAL CULTURE
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underlying assumptions and espoused beliefs and values. Cecil (2013) contended that 

the levels of culture should be carefully distinguished to avoid conceptual confusion. 

Hogan and Coote (2014) indicated that OC generally refers to organisational 

values communicated through norms, artefacts, and observable behavioural patterns 

and are deemed important, acting as social principles that guide behaviours and set a 

broad framework for organisational routines and practices. This supports Schein’s 

second and third levels of OC as depicted in Figure 2.1 (Hogan & Coote, 2014). Mulder 

(2013) also emphasised that espoused beliefs and values as well as building 

corresponding norms for expected behaviours allow managers to be confident in 

building an OC that has a powerful influence on employee behaviour. Mazur (2015) 

added that any examination of OC must begin at the level of basic assumptions held by 

employees. These basic assumptions are historically established structures, stored in 

the employees’ almost unconscious realm, which offer direction and meaning for 

relations with nature and reality and in human relationships (Mazur, 2015). These basic 

assumptions then materialise as values and beliefs and ultimately observable artefacts 

and behaviours (Mazur, 2015). 



45 

 

 

2.2.1.1 Underlying Assumptions. According to Schein (2010), basic 

underlying assumptions (which include taken-for-granted beliefs, perceptions, thoughts, 

and feelings) refer to the unconscious mind that affects behaviour and emotions. 

Underlying assumptions are the source of values and actions. The basic underlying 

assumptions are beliefs, perceptions, thoughts, and feelings that are permanent and 

habitual among organisational members (Schein, 2010). When there is limited variation 

in a cultural unit, organisational members take these basic assumptions for granted 

(Schein, 2010).  

Ivancevich and Konopaske (2010) stated that basic assumptions not only guide 

behaviour but also inform people how to perceive, think, and feel about work, 

performance goals, human relationships, and the performance of colleagues. Moreover, 

Mao et al. (2017) pointed out that as basic assumptions are generally not confronted or 

debated, they can distort data in certain situations. In a more recent study, Schein and 

von Ameln (2019) added that human minds need cognitive stability and any challenge 

of these underlying assumptions will definitely release anxiety and defensiveness, 

which implies that underlying assumptions are difficult to change and that one should 

expect resistance to any attempts in altering them. 

2.2.2.2   Espoused Values. Values are acquired early in life and are a basic − 

often taken for granted − part of an individual’s thoughts. Values are interpreted as 

conscious affective desires or wants, which include strategies, goals, and philosophies 

(Schein, 2010). Dauber et al. (2012) stated that within the context of decision-making, 

values are the guidelines a person follows when confronted with a situation in which a 

choice or decision must be made.  
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The influence of values on the decision-making process is profound (Ivancevich & 

Konopaske, 2010), as values are the moral function that guides members of the group 

on how to deal with certain situations (Schein, 2010). 

As organisations operate under societal pressure, they are urged to comply with 

the norms, values, and regulations of societies in order to be accepted as members of 

society and secure social and, consequently, financial survival (Dauber et al., 2012). A 

value is confirmed only by the shared experiences of a group: if it is accepted, it will first 

become a shared value and as it becomes embodied and used in everyday life, it will 

become an assumption (Schein, 2010). 

2.2.1.3 Artefacts and Behaviours. According to Schein (2010), artefacts refer to 

stories, arrangements, rituals, and language. Artefacts and creation form the most 

visible level of culture, which consists of visible organisational structures and processes, 

emotional displays, the manner of dress, myths, and stories told about the organisation 

as well as observable events within the physical and social environment (Schein, 2010). 

Dauber et al (2012) stated that, at this level, the researcher can examine the physical 

space, technological output, written and spoken language, as well as the artistic 

productions and overt behaviour of the group. Cecil (2013) asserted that artefacts are 

easy to observe, but that their intention and significance can be difficult to interpret. 

Dauber et al. (2012) supported this notion and added that besides being difficult to 

interpret, artefacts are also not easy to interrelate and that it can be difficult to define 

possible deeper patterns they reflect. 

Schein’s three-level model emphasises that OC is multi-dimensional in nature and 

that its design influences employee attitudes and behaviours. Each level of OC, from 
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the invisible underlying assumptions to the observable artefacts and behaviours, 

influences the way in which the organisation operates, what is valued and what is not, 

and what is deemed to be acceptable behaviour within the organisation (Schein, 2010; 

Knobel et al., 2021; Toro-Arias et al., 2021)). 

2.2.2 Cameron and Quinn’s Model of Organisational Culture 

Cameron and Quinn’s 1999 model of OC is based on the competing values 

framework (CVF), which is considered one of the 50 most important frameworks in 

management science (Irfan & Marzuki, 2018). Cameron and Quinn (1999) theorised 

that the CVF assumes that OC cannot be characterised by a single cultural type, 

because there are many subunits within an organisation that have different cultures at 

various organisational levels.  

The Cameron and Quinn (1999) theoretical model depicts whether an organisation 

has a predominantly internal or external focus and whether it strives for flexibility and 

individuality or stability and control. The model is based on six OC dimensions (values, 

beliefs, norms, language, symbols, and habits) and four dominant culture types (clan, 

adhocracy, market, and hierarchy) (Chatterjee et al., 2018). 

Figure 2.2 illustrates Cameron and Quinn’s model of OC. 
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Figure 2.2. 

Organisational culture model by Cameron and Quinn (adapted from Cameron and 

Quinn, 1999). 

 

 

Cameron and Quinn (1999) developed the Organisational Culture  

Assessment Instrument (OCAI), which is used to identify the OC profile based on 

the core values, assumptions, interpretations, and approaches that characterise 

organisations. For instance, an organisation that focuses on its customers and responds 

to the needs of the external environment searching increased market share may be 

characterised as a predominantly market culture type. According to Chatterjee et al. 

(2018), the OCAI also recognises more than one cultural type, and that organisations 

tend to develop a dominant OC type over time (Cameron & Freeman, 1991; Colyer, 

2000; Deal & Kennedy, 1999; Denison & Spreitzer, 1991; Lund, 2003). 
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This development occurs as people in the organisation adapt and respond to the 

challenges and changes taking place in the ever-evolving work environment. Cameron 

and Quinn’s model thus allows researchers to assess OC and make recommendations 

to facilitate constructive change within organisations. Cameron and Quinn’s four 

dominant culture types are discussed in the following subsections. 

2.2.2.1 Clan culture. “Clan” refers to a group of people with a strong common 

interest (Cameron & Quinn, 2011). The clan culture type is derived from similarity − as 

often found in family organisations (Cameron & Quinn, 2011). Clan culture is 

characterised by shared values and goals, cohesion, participatory efforts, individuality, 

and a sense of togetherness: the state of being close to other people permeates clan 

culture firms (Martinez et al., 2015). The typical characteristics of organisations with a 

dominant clan culture type are teamwork, employee involvement programmes, and 

corporate commitment to employees (Cameron & Quinn, 2011). Clan culture is 

generally opposed to the rules and procedures of hierarchies and the competitive profit 

centres of markets (Cameron & Quinn, 2011). Martinez et al. (2015) opined that 

organisations comprised of clan culture generally concentrate on internal maintenance 

coupled with flexibility, concern for people, and sensitivity towards customers. 

Terӓvӓinen et al. (2018) stated that the clan culture type tends to emphasise human 

factors, which include a focus on sharing values among people, emphasis of teamwork 

and empowerment, and developing an environment that encourages human 

relationships. 
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2.2.2.2 Adhocracy culture. The adhocracy culture type is best suited to a 

workplace that is dynamic, entrepreneurial, and creative (Cameron & Quinn, 2011; 

Martinez et al., 2015). In such a workplace people boldly voice their opinions or 

objections and are forthright despite the risk of incurring criticism or disfavour. 

Adhocracy culture emphasises an organisation’s adaptive, flexible, and innovative 

characteristics (Martinez et al., 2015). According to Terӓvӓinen et al. (2018), adhocracy 

culture is the opposite of hierarchy culture (where organisations are governed by rigid 

rules and regulations to impress the need for consistent output to deliver fast and 

efficient work). Effective leadership within adhocracy culture is visionary, innovative, 

and risk orientated (Terӓvӓinen et al., 2018) and change readiness, as well as the task 

of meeting new and unexpected challenges, is important (Cameron & Quinn, 2011).  

2.2.2.3   Market culture. According to Cameron and Quinn (2011), organisations 

with a predominant market culture are characterised by productivity, consistency, 

results, focus on the bottom line, clarity about customers, and a sense of external 

mission combined with control. Market culture refers to an organisation that functions 

as a market itself and that is oriented towards the external environment instead of to 

internal affairs (Martinez et al., 2015). The organisation thus focuses on transactions 

with (mainly) external constituencies such as suppliers, customers, contractors, 

licensees, unions, and regulators. It can be deduced that the major focus of market 

culture organisations is conducting transactional activities with other bodies in order to 

create competitive advantage (Cameron & Quinn, 2011). Organisations that have a 

dominant market culture type generally value competitiveness and productivity 

(Cameron & Quinn, 2011).  
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2.2.2.4 Hierarchy culture. German sociologist Max Weber (1978), who studied 

government organisations in Europe in the early 1900’s, proposed seven characteristics 

that have become known as the classical attributes of bureaucracy. These are rules, 

specialisation, meritocracy, hierarchy, separate ownership, impersonality, and 

accountability (Cameron & Quinn, 1999). These characteristics are highly effective in 

accomplishing the organisational objective of generating efficient, reliable, smooth-

flowing and predictable output (Martinez et al., 2015). The hierarchy culture type is 

internally focused on stability and control, which implies that the hierarchy culture 

focuses on smooth functioning paired with the efficient execution of tasks (Cameron & 

Quinn, 1999; Cameron & Quinn, 2011; Martinez et al., 2015). It is thus characterised by 

formal structures, policies, procedures, and consistency.  

2.2.3 Denison’s Model of Organisational Culture 

Denison (1990) developed a practical and popular comprehensive model of OC, 

which explicitly demonstrates the link between OC and efficiency. The model is based 

on four components of OC: involvement, consistency, adaptability, and mission 

(Denison et al., 2006; Denison et al., 2014, Liu). Each of these components comprises 

three subgroups or indices (Kokina & Ostrovska, 2013). 

Figure 2.3 illustrates the four components with each of their three subgroups. 
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Figure 2.3 

Denison’s organisational culture model (adapted from Denison (1990)) 

 

Denison’s model of culture and effectiveness, as represented in Figure 2.3, 

presents the association between an organisation’s culture and its management 

practices, performance, and effectiveness. The model highlights the importance of 

linking management practices with underlying assumptions and beliefs when studying 

OC and effectiveness (Denison & Spreitzer, 1991). Schein (2010) indicated that 

leadership and management practices are the source of the beliefs, values and 

assumptions in the organisation that gives rise to the way of doing business and dealing 

with its internal and external problems. Depending on the criteria of success defined by 

the organisation, specific management practices, linked to the different components of 

OC, may be required for the organisation to succeed. These sets of management 

practices are more than process based, they are ways of teaching and learning with 

BELIEFS & 

ASSUMPTIONS

StabilityFlexibility

ADAPTABILITY

CONSISTENCYINVOLVEMENT

MISSION
External Focus External Focus

Internal Focus
Internal Focus



53 

 

 

meaningful representatives (Tabatabaei et al., 2014). Denison’s (1990) four dominant 

components (involvement, consistency, adaptability, and mission) that reinforce the 

principles of OC are discussed in more detail.Involvement.  Denison and Spreitzer 

(1991) stated that the involvement component of OC is characterised by empowerment, 

team orientation, and capability development and maintains a predominantly internal 

focus (see Figure 2.3). OC is characterised as highly evolving are those that strongly 

encourage employee involvement by creating a sense of ownership and responsibility 

among employees (Denison et al, 2006). Involvement is driven by informal, voluntary, 

implied control systems rather than formal, explicit, bureaucratic control systems 

(Denison et al., 2006). Involvement is a responsive state in which employees believe 

that their activities are closely associated with organisational goals, that they are 

empowered according to their own merits, that teamwork needs to be valued, and that 

the personal development of employees is a priority (Denison & Spreitzer, 1990). 

2.2.3.1 Consistency. A culture’s consistency is maintained by customary core 

values, the coordination of principles and integration of evolving norms, and the 

agreement to bring about change as required (see Figure 2.3) (Kokina & Ostrovska, 

2013). Adaptability through continual learning of organisational practices also plays a 

role in maintaining consistency (Kokina & Ostrovska, 2013). According to Denison et 

al., (2006), consistency in human behaviour and attitude that is in line with an 

organisation’s culture establishes a central source of integration, coordination, and 

control. Organisations that display a consistent pattern of employee collaboration, tend 

to cultivate a mind-set that keenly creates an internal system of governance based on 

consensual support (Denison et al., 2006). Consistency refers to an organisation that 

has a clear set of core values that helps employees and managers to make appropriate 
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decisions and to behave in a consistent manner (Denison et al, 2006). Consistency 

helps organisational members to engage in dialogue and to get multiple perspectives 

on the table, so that they are able to reach agreement when difficult situations are under 

revision (Denison et al, 2006). 

2.2.3.2 Adaptability. Adaptable organisations translate the demands of the 

organisational environment into action. They take risks, learn from their mistakes, and 

have the capability and experience to create change (Denison et al., 2006). According 

to Beidas et al. (2018), adaptability refers to a new and improved way of doing assigned 

work. In this OC, employees embrace new ideas and are willing to try new approaches 

(Cameron & Quinn, 2011). Adaptability denotes the capacity to translate action into 

explicit demands, as required by the business environment (Beidas et al., 2018). To 

remain effective, organisations are obligated to uphold a system of inflexible principles 

(Glisson et al., 2016). Cameron and Quinn (2011) asserted that the purpose of these 

inflexible principles is to support the organisation’s capacity to receive, interpret, and 

translate signals from its environment in order to bring about constructive internal 

behavioural changes that increase its chances for survival and growth. 

2.2.3.3   Mission.  Denison et al. (2006) defined mission as the ultimate reason of 

the business or the objective of the intended purpose of the undertaking. In this model, 

mission is determined by the organisation’s strategic direction, goals and objectives, 

and vision (see Figure 2.3). The mission statement includes a detailed description of 

the strategic direction of long-term (two- to five-year) strategies (Denison et al., 2006). 

Key priorities are established to focus on not only people and resources but also 

principles to operationalise the vision (Gustafson et al., 2018). Denison et al. (2006) 

stated that if an organisation has a clear mission, the organisation has in place a 
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meaningful long-term direction for its continued development. The mission statement 

thus serves as a brief declaration of why an organisation exists, its social role, and its 

external goals (Gustafson et al., 2018). The mission statement also provides a clear 

direction of how the organisation intends to steer its goals towards achieving sustainable 

growth and defines an appropriate course of action for building a collaborative 

relationship with its stakeholders (Denison, 1990).  

Discussion 

OC may be studied through various models, each of which offers benefits of 

analysis. In a bid to better understand OC and its relevant components, the models 

created by Schein (1985), Cameron and Quinn (1999), and Denison (1990) were used 

as reference frameworks.  

For this study, the 1999 model presented by Cameron and Quinn was chosen to 

measure OC. This model classifies OC into specific culture types (clan, adhocracy, 

hierarchy, and market); each with their particular characteristics (see Figure 2.2 for a 

summary). The aims of this study were to understand the relationship between OC, JS, 

and ATC, as well as to determine whether organisational culture and JS predict ATC. 

The Cameron and Quinn model therefore provided a mechanism in which the aims 

could successfully be achieved. 

2.3  Conceptualisation of Job Satisfaction 

A job or work is an important aspect of an individual’s life. It occupies much 

personal and professional time when compared to other life activities and provides the 

financial basis for a person’s life (Ali, 2016). A job may also be viewed as the means 
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used to achieve personal goals relating to one’s career (Ali, 2016). Satisfaction, on the 

other hand, may be described as the contentment felt after a need is fulfilled (Robbins, 

1998). Job satisfaction (JS) therefore described the extent to which an individual is 

pleased, happy, and comfortable in relation to their job (Ali, 2016). 

JS has also been defined as an affective or emotional response towards various 

facets of one’s employment (Mafini & Dlodlo, 2014). According to Black et al., (2014), 

although an employee may be happy or satisfied with some aspects of their work, it is 

often the case that they are simultaneously dissatisfied with other aspects of the job. 

However, should they adopt a positive attitude to their job in general, that is translated 

as JS.  

JS therefore involves an individual’s perception and evaluation of their job (Mullins 

& Christy 2013). This perception is influenced by the person’s unique circumstances, 

which include their personal needs, values, and expectations. 

Mitonga-Monga (2012) stated that JS is influenced by employee perceptions of 

pay adequacy, supervisor communication skills and competence, co-worker collegiality, 

promotion prospects, policies, regulations and their implementation, work tasks, and 

working conditions. Consequently, it is important to understand and consider not only 

the interaction of motivation and JS but also staff perceptions about quality of work life 

(Mafini & Dlodlo, 2014).  

A review of literature on JS reveals that the terms motivation, JS, and employee 

satisfaction are sometimes used interchangeably (Mullins & Christy, 2013). These terms 

are not interchangeable: JS and employee satisfaction are descriptive synonyms that 



57 

 

 

denote the evaluation and perceptions an employee conducts and holds towards their 

job, but motivation is perceived as a persistent effort directed towards achieving a goal.  

This connects to Schein’s (2010) theory that the definition of JS can be divided 

into three distinct categories: 

• overall JS perspective (researchers often treat JS as a single type of emotional 

response);  

• expectation discrepancy perspective (JS is determined by a discrepancy 

between what one receives from the job and what one expects from the job, in 

other words, the desired aspects of the job); and 

• frame of reference perspective (JS reflects the perceived characteristics of a 

job in relation to the person’s frame of reference, including values, goals, 

alternatives, desires, and experiences).  

Ekpenyong and Ekpenyong (2016) described JS as a subjective measure of 

employees’ attitude towards carrying out the duties aligned to their job. An employee 

with a high level of JS demonstrates a positive attitude towards the job, is driven by a 

willingness to exceed employer expectations and takes on challenges to strengthen the 

company. Similarly, Mitonga-Monga (2012) and Schein (2010) found that employees 

who are dissatisfied are likely to demonstrate negative attitudes towards their job. Their 

discontent is visible through a poor display of self-motivation, scant interest in 

developing their skills repertoire, absenteeism, frequent mistakes made when 

processing work, being insubordinate, and generally failing to deliver work to the 

expected standard.  
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Mullins and Christy (2013) indicated that an attitude to work, whether positive or 

negative, stems from the perception employees have of their job and the degree to 

which they believe there is a good fit between themselves and the organisation.  

In understanding the fit between the employee and the organisation, Pooja (2017) 

stated that organisational cultural values (such as fairness, growth opportunities, and 

reputation of the organisation) positively affect employees’ level of JS. Employee traits 

like aggressiveness negatively influence productivity and, therefore, JS (Pooja, 2017). 

OC, including the basic assumptions, beliefs, and values as well as observable artefacts 

therefore play a role in predicting JS, which could manifest in positive or negative 

attitudes. This sentiment is echoed by Morgan (2015) who stated that OC can energise, 

motivate and empower or discourage and suffocate employees. Employees experience 

the culture of organisations daily, whether it is positively or negatively aligned to their 

needs and values (Morgan, 2015). 

In this study, JS is defined as an attitude that employees have about their jobs, 

where attitude is a psychological expression that characterises their innate 

interpretation of what is positive and what is negative about their jobs and the 

organisation (Gheitani et al., 2019). 

For the purpose of this study, JS is examined from a unidimensional perspective 

and is related to the degree to which an employee’s affective or emotional response 

varies in relation to various aspects of the job and organisation. 

Applicable models of JS are discussed next. 
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2.4 Models of Job Satisfaction 

Despite its wide usage in both scientific research and everyday life there is still no 

general agreement regarding what JS is. It has also been stated that there is no final 

definition on what JS represents (Aziri, 2011).  

Mullins and Christy (2013) described JS as the pleasurable emotional state 

resulting from the appraisal of one's job as achieving or facilitating the achievement of 

one's job values. Employees’ needs are a product of their personal environment and 

their work expectations and aspirations: If their job skills and experience fail to meet the 

job requirements and expectations, there is an absence of JS (Mafini & Dlodlo, 2014)  

JS has also been characterised as a multidimensional phenomenon, influenced 

by several internal and external factors (Davis, 2006). Numerous components of JS 

have been defined and studied in an effort to analyse and promote the concept. 

2.4.1 Herzberg’s Two-Factor Model of Job Satisfaction 

Herzberg, Mausner and Snyderman (1959) developed a theory and subsequent 

model of JS. According to the theory, an employee’s feelings towards their job is 

affected by two factors: motivator and hygiene factors. 

Herzberg’s two-factor model of JS is depicted in Figure 2.4 below. The model 

illustrates how motivator and hygiene factors influence job dissatisfaction and 

satisfaction respectively. Intrinsic, or motivator, factors are considered to be satisfiers, 

while extrinsic, or hygiene, factors are perceived as dissatisfiers. 
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Figure 2.4 

Herzberg’s two-factor model of job satisfaction (adapted from Robbins, 2003). 

  

The two-factor theory developed by Herzberg and his colleagues in 1959 

determined that JS and job dissatisfaction are two separate and sometimes even 

unrelated phenomena that should not be measured on the same continuum (Bevins, 

2018).  

According to Mullins and Christy (2013), hygiene factors are not fundamental parts 

of a job but rather relate to the conditions in which the job is carried out. These form 

part of the OC and include working conditions, co-worker relations, policies and rules, 

quality of supervision and salary. Although hygiene factors contribute significantly to 

employee JS, they do not actually motivate employees to be more productive or develop 

a positive attitude towards their job (Mullins & Christy, 2013). Employees are, however, 

likely to express job dissatisfaction if any of the hygiene factors are below par (Mullins 

& Christy, 2013). Addressing the lack of some prescribed hygiene factors with care and 

consideration could produce motivational triggers, which may sway an employee’s 
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interpretation of JS and even encourage increased productivity (Mullins & Christy, 

2013).  

Motivator factors are particularly able to influence JS by fulfilling the individual’s 

need for meaning (Mafini & Dlodlo, 2014). Motivators include not only the work itself but 

also personal growth, responsibility, recognition, and advancement (Mafini & Dlodlo, 

2014). Mullins and Christy (2013) asserted that these factors can satisfy a person’s 

aspiration for self-actualisation, which motivates the employee to develop a positive 

attitude towards their job. Similarly, Liu et al. (2017) asserted that employers can 

improve JS by creating a comfortable workplace environment and making jobs more 

interesting and meaningful. 

The researcher, however, is of the opinion that the impact of extrinsic (hygiene) 

and intrinsic (motivator) factors on employee work engagement is better advanced by 

Mafini and Dlodlo’s (2014) findings. Mafini and Dlodlo (2014) stated that the exercise of 

investigating the relationship between work values and JS includes intrinsic work-

related values (such as responsibility, achievement, influence over work, doing 

meaningful work, independence, and satisfaction with work) and intrinsic work-outcome 

values (such as self-esteem, job status, recognition, influence in the organisation, and 

pride in working for the organisation). Similarly, extrinsic factors must be investigated: 

extrinsic job-outcome values include benefits, job security and satisfaction with pay; 

extrinsic job-related values include convenient hours and working conditions; while 

extrinsic people-related values include good rapport with supervisors and co-workers 

as well as employee acceptance of the prescribed working conditions (Mullins & Christy, 

2013). 
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2.4.2 Locke’s Value Attainment Theory of Job Satisfaction  

Locke's value attainment theory, tabled in the late 1970’s, is arguably the most 

famous model (to date) on JS. The main premise of Locke’s theory is that satisfaction 

is determined by a discrepancy between what employees want and expect from a job 

and what employees are obligated to accept in order to implement task-specific 

outcomes as stipulated (Schein, 2010). The theory demonstrates how much value an 

employee attaches to a given facet of work (such as the degree of autonomy afforded 

by a position) and how the model is able to gauge or moderate the extent of an 

employees’ satisfaction/dissatisfaction with their job relative to the consequences when 

expectations are/are not met (Schein, 2010).  

The idea underlying Locke’s value attainment theory is that JS results from the 

perception that a job should make allowances for the fulfilment of an individual’s work 

ethics and values (Mafini & Dlodlo, 2014). According to Locke’s (1976) theory, the more 

employees receive outcomes they value from their jobs, the more satisfied they will be. 

Each employee, however, may deem a different aspect as more important. This is 

supported by Saranya (2017) who stated that while employees’ needs may be similar, 

their values may not be.  

Figure 2.5 illustrates Locke’s (1976) value attainment theory of job satisfaction.  
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Figure 2.5 

Value attainment theory by Locke (adapted from Locke, 1976). 

  

When employees value a particular facet of a job, their level of satisfaction is 

rewarded when the outcome is successful. Other facets of the same job may, however, 

be viewed in a negative light, which will likely lead to an unsatisfactory outcome (Schein, 

2010). In illustration, Mullins and Christy (2013) provided the following scenario: if 

employee A values autonomy in the workplace and employee B is indifferent to 

autonomy, then (compared to employee B) employee A would be more satisfied in a 

position that offers a high degree of autonomy and less satisfied in a position with little 

or no autonomy.  

Locke’s theory also states that if a particular facet is singled out and over-exploited, 

employee preference is likely to change from positive to negative, which inevitably 

creates poor JS. This mind shift will eventually produce stronger feelings of 
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dissatisfaction as the employee values that facet less. According to Mullins and Christy 

(2013), such a change in attitude can occur when an employee is afforded increased 

responsibility, which may lead to stress and the employee doubting their competence. 

Discussion  

JS may be studied through various models, each of which offers benefits of 

analysis. In a bid to better understand JS and its relevant components, the models 

created by Herzberg (1959), Locke (1976) were used as reference frameworks. Though 

these frameworks may be considered classic, they were referenced because of the 

practical lenses through which JS could be analysed. 

For this study, Herzberg’s (1959) model was chosen, as this model provided a 

practical classification of JS, inclusive of the description of hygiene and motivator factors 

(see Figure 2.4). These factors are measurable and aided in achieving the literature and 

empirical objectives. Next, factors influencing JS are discussed. 

2.5 Factors Influencing Job Satisfaction 

According to Mullins and Christy (2013), there are various factors that may 

influence JS. These factors are specific to an industry or occupation. There are, 

however, overarching categories of factors that can universally affect JS (Mullins & 

Christy, 2013). For the purpose of this study, the researcher provides a general 

discussion of these factors.  

Variables such as salary, benefits, and an employer’s commitment to creating 

work-life balance (through flexible work schedules, work-from-home programmes, or 

providing children’s day care facilities to employees) have been found to impact on JS 
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(Noble & Smith, 2015). Communication, good rapport between co-workers, recognition 

by management and collaborative leadership has a positive impact on JS (Ford, 2017). 

Although human resource professionals allege that employees long for workplace 

relationships, employees seem to place more importance on more tangible variables 

such as job security and benefits (although this may be due to economic situations) 

(Ford, 2017). Although it has never been the number one factor on the list of criteria for 

JS, compensation is always one of the reasons people seek new employment (Morgan, 

2015).  

Participants in Nader’s (2019) study indicated that the second most important 

aspect of communication was leadership approaches. Nader (2019) noted that 

encouraging staff participation in the planning and decision-making processes and 

empowering employees in terms of daily management were aspects sorely neglected 

by management in general. The third theme of communication ideals centres on 

effective administrative systems for managing staffing, professional development, and 

employee compensation (Nader, 2019).  

Irawanto (2015) found that a lack of employee participation in decision-making 

processes negatively influences employee JS. Participation in decision-making 

provides an opportunity and gives importance to an employee’s thinking, whether they 

are in an unequal hierarchy or not (Irawanto, 2015). A high level of JS can thus be 

gained from employee participation in decision-making processes (Mayer et al.  2015). 

It is crucial to take cognisance of the fact that employees believe it logical that they 

participate in the decision-making processes concerning their job and life at work 

(Irawanto, 2015). Rehman et al. (2012) opined that employees who are involved in the 

decision-making process concerning the organisation are likely to be satisfied with the 
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work conditions set out in the organisation’s culture. Consequently, they are likely to 

devote their time and effort to embracing the organisational change process without 

resistance.  

Irawanto (2015) indicated that employee empowerment is another key factor that 

may influence employees’ level of JS. Frempong et al., (2018) found that empowerment 

is derived from the transfer of knowledge, facts, and authority to employees. 

Empowerment is also a consequence of giving employees the freedom to make 

independent decisions on how they perform their daily activities (Renard & Snelgar, 

2016). When employees believe that they are given knowledge and authority, internal 

motivation increases, which, in turn, leads to a higher level of JS (Mitonga-Monga, 

2012). Renard and Snelgar (2016) asserted that intrinsic rewards are classified into five 

categories: (i) meaningful work, (ii) flexible work, (iii) challenging work, (iv) varied work, 

and (v) enjoyable work. These intrinsic rewards each comprises various subcategories 

− which provide insight into why non-profit employees find work so rewarding (Renard 

& Snelgar, 2016). 

Research on JS is discussed next. 

2.6  Research on Job Satisfaction 

This section discusses research undertaken on the interrelationships between JS, 

motivation and commitment.  

2.6.1  Job Satisfaction and Motivation 

As employee motivation is a critical workplace determinant that directly impacts 

the economic strength of an organisation, it is in the organisation’s best interest to 
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motivate employees to be engaged at work. Motivated employees can lead to increased 

productivity and higher levels of output (Heryati, 2019). Motivation and JS can be 

improved by improving communication, valuing individual contributions, and 

establishing a positive workplace environment (Heryati, 2019). By deduction, a positive 

OC may therefore lead to JS and motivation. 

2.6.2 Job Satisfaction and Commitment 

A high level of commitment in an organisation results in superior job-related 

performance, which leads to increased JS, profitability, productivity, employee retention, 

and overall improvement in the work environment (Bhat, 2019). Organisational 

commitment and JS also influence employee attitude towards organisational change 

(ATC) (Yousef, 2016). 

JS, in terms of the general attitude of an individual towards their job, may influence 

an employee’s loyalty to an organisation (Gunlu et al., 2010). Although organisations 

expect a high level of commitment from employees, realistically, commitment is earned 

over time through perseverance, hard work, and dedication (Bhat, 2019). Organisations 

that wish to increase employee commitment are held accountable to provide a safe work 

environment that inspires and motivates their commitment to continuous improvement 

(Bhat, 2019). Malik, Nawab, Naeem and Danish (2010) elaborated on this proviso of 

continued employee commitment by stating that employees are likely to extend their 

membership with the organisation if they are satisfied with not only their relationships 

with colleagues and senior personnel but also the collaborative support from their 

organisation. Gebremichael and Rao (2013) investigated the relationship between JS 
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and organisational commitment in the academic work setting: they found that satisfied 

employees were likely to stay for a longer term in the academic institution.  

2.7  Chapter Summary  

This chapter opens with the conceptualisation of OC and an overview on how it 

can be defined. Thereafter, a discussion on three different models of OC is presented. 

JS is thereafter conceptualised, and two models of JS are discussed. Then follows a 

discussion about factors that influence JS. The chapter closes with a chapter summary. 

In this chapter the first literature aim, to conceptualise the constructs of OC and JS, was 

therefore achieved. 
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Chapter 3  

Employee Attitude Towards Organisational Change 

This chapter focuses on the second aim of the literature review, namely, to 

conceptualise the construct of employee attitude towards organisational change (ATC). 

The starting point is a discussion regarding the need for organisational change. This is 

followed by a discussion on the application of task-specific models, which extract data 

relevant to ATC. Definitions are provided in order to conceptualise deviations that 

oppose the need for change, objectifying attitudes to overturn change, managing 

resistance to change, and finally, a summary of the chapter is provided. 

3.1 Conceptualisation of Employee Attitude Towards Organisational 

Change 

According to Cummings and Worley (2015), the turbulence of an unstable 

economic and political environment impacts the way in which an organisation makes 

allowances to develop its competitive edge and enhance its market positioning and 

value-add. Such an organisation then becomes predisposed to a perpetual state of 

change. Organisational change has become a way of life due to globalisation, the rapid 

expansion of information technology, and industry consolidation (Cummings & Worley, 

2015). Organisations are required to adapt to the dynamic environment to, at the least, 

sustain their market share, survival, and relevance (Goel, 2016).  

Cummings and Worley (2015) defined organisational change as an attempt or 

series of attempts to modify an organisation’s culture, structure, goals, values, 
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principles, technology, or work processes. Change in organisational culture (OC) can 

result in significant benefits for an organisation, such as continual improvement in 

competitiveness, financial performance, employee and customer satisfaction, and the 

ability to lead the organisation through periods of uncertainty (Goel, 2016). Change in 

OC is intended to benefit employees, who can learn what is expected of them by being 

acceptant of the change processes (Cummings & Worley, 2015). 

An attitude has been defined as an evaluation of an object or thought (Malhotra, 

2005). Attitude may also be viewed as a tendency to respond to a certain situation (Jain, 

2014). Attitudes are said to directly influence behaviour and is often used as an umbrella 

expression covering concepts such as preferences, feelings, emotions, beliefs, 

appraisals, opinions, and intentions (Jain, 2014). Attitude towards organisational 

change, therefore, refers to the evaluation and response of individuals towards an 

organisational change initiative. 

3.1.1 The Necessity for Organisational Change  

Globalisation has been a major reason for inducing change within organisations 

(Cummings & Worley, 2015). Other factors that require organisational change are 

innovations, restructuring, re-engineering, and improvement in organisational total-

quality management (Battisstella et al., 2017). 

Change within an organisation helps it to stay ahead of the game by continuously 

updating the adoption of emerging technology, which enhances production and 

prevents wastage of time (Battisstella et al., 2017). 
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Technological development necessitates not only organisational change but also 

the regular reassessment of OC. It also affords employees and management the 

opportunity to expand their knowledge of new processes (Cummings & Worley, 2015). 

Apart from adopting new technology to facilitate ease-of-work, organisations also 

introduce the latest technologies to keep up with consumer needs through automation 

(Cummings & Worley, 2015).  

Nafei (2013) asserted that organisations should strive to meet customer needs by 

consistently creating awareness of new and improved products and services that 

provoke actions. Customer responses should also be a driver for change. Customers’ 

positive and negative responses can guide an organisation to create new avenues to 

not only address unmet or unsatisfied needs but also establish whether new products 

and services meet with customer approval. Customers’ like or dislike of products and 

services thus necessitate radical change within organisations (Hettiararchchi & 

Jayarathna, 2014).  

3.1.2 Definition of Employee Attitude Towards Organisational Change 

Attitude reflects a person’s tendency to feel, think, or behave in a positive or 

negative manner concerning the object of the attitude (Nafei, 2013). In two separate 

studies, Nafei (2013) and Yousef (2016) contended that ATC is defined as an 

employee’s overall positive or negative evaluative judgement of a change initiative as 

implemented by the organisation. 

ATC can also be defined as certain uniformities of an individual’s sentiments, 

views, and inclinations (Kpakol & Amah, 2014). The individual’s actions or reactions are 

thus triggered by certain aspects in their work environment (Kpakol & Amah, 2014). 
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Employee attitude is an internal state that influences an individual’s choice and 

motivates personal action or a response tendency towards a change (Nafei, 2013).  

According to Coronel-Molina (2009), attitude is defined as a person’s favourable 

or unfavourable assessment of something. This connects to Cummings and Worley’s 

(2015) statement that attitude is perceived as an individual’s belief that a product, 

service, or concept is either a good or a bad idea. The individual thus demonstrates a 

clear predisposition for that element (Cummings & Worley, 2015). 

Attitude may be interpreted as a personality dimension illustrated by an individual’s 

behaviour towards others or certain situations (Nafei, 2013). Most industrial 

psychologists see attitude as mental predispositions or an individual’s tendency to react 

in a certain manner, be it favourable or unfavourable, towards a certain aspect of reality 

(Nafei, 2013).  

Employee attitude − positive or negative − is an indicator of the effectiveness of 

work performance and organisational productivity (Nafei, 2013). The fact that attitude 

manifests in the coherence and consistency of an employee’s behaviour, facilitates 

experimental research to study human behaviour.  

3.1.3 Readiness for Change 

Change is concerned with solving problems and overcoming the challenges faced 

by an organisation (Nafei, 2013). Many employees are uncomfortable with change, 

because it means having to adapt to unfamiliar territory and follow new procedures. 

Change usually also obliges employees to acquire new skills and learn about new 
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technological developments. From an evolutionary point of view, it is recommended that 

change to organisations be managed with due consideration of cause and effect.  

In literature, change has been defined as breaking down existing structures and 

creating new ones (Weeks et al., 2004; Cummings & Worley, 2015). Change − intended 

to transform an organisation from one point to another − may therefore create 

uncertainty, anxiety, and insecurity about the required knowledge quotient and across-

the-board behavioural patterns expected (Cummings & Worley, 2015; Weeks at al., 

2004). Whether change is minor or extensive, it has the propensity to challenge 

employees’ moral stance, optimistic attitude, and mature behaviour (Shah & 

Marchionni, 2010). To overcome employee nervousness about the effect of pending 

changes, there should be management collaboration to prepare and ready employees 

for change (Nafei, 2013). 

Change readiness, according to Cinite et al. (2009), is defined as an employee’s 

beliefs, attitudes, and intentions regarding the extent to which change is needed and 

the organisation’s capacity to successfully activate that change. Cinite et al. (2009) 

identified five dimensions of readiness for change – discrepancy, appropriateness, 

principal support, efficacy, and valence.  

Cummings and Worley (2015) stated that readiness for change is a psychological 

process characterised by a series of stages which begins at the pre-contemplative and 

contemplative stages. In the pre-contemplative stage, the need for change is not 

acknowledged. The need for transformation becomes more salient through a process 

of comparing both the benefits and risks of the change and the demands and resources 

that accompany it (contemplative stage) (Cummings & Worley, 2015). They further 
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asserted that both people and organisations need to endure deep levels of 

uncomfortableness before meaningful change can be undertaken and they can become 

ready (Cummings & Worley, 2015). To manage this inevitable resistance to change and 

achieve desired change goals effectively, Cummings and Worley (2015) proposed using 

methods to generate enough dissatisfaction with the status-quo for change to be taken 

seriously. These methods include sensitizing the organisation to pressures for change, 

revealing discrepancies between the current and desired state, and conveying credible 

positive expectations for the change. 

Employees’ readiness for change significantly influences the preparation of their 

mental and physical capabilities for immediate action (Shah & Marchionini, 2010). 

Factors such as management, leadership, job knowledge, and job demand have been 

found to influence employee readiness for organisational change (Shah & Marchionini, 

2010). 

3.1.4 Resistance to Change 

The concept of resistance to change has been widely studied in the field of 

organisational behaviour (Nilsen et al., 2018). The majority of work produced on 

resistance to change is from researchers who borrowed a view from physics to 

metaphorically define resistance to change as a restraining force moving in the direction 

of maintaining the status quo (Cummings & Worley, 2015). Resistance to change is 

usually mentioned in organisational behaviour and management literature as an 

inevitable consequence of organisational change initiatives − listed among the most 

crucial inertial forces against any attempt towards transformation (Mdletye, et al., 2014).  
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Msweli and Potwana (2006) described resistance to change as a process that 

fosters learning among organisational participants. This process can be achieved by 

means of intervention efforts that promote learning, while also dealing with 

psychological defences against change that obstruct learning (Cummings & Worley, 

2015). 

Brown and Harvey (2006) found resistance to change to be a reaction to the 

methods used in implementing a change rather than an inherent human characteristic. 

Resistance to change can thus be not simply a behavioural characteristic, but a 

revelation of the significance of the cognitive and emotional aspects of employees’ 

responses to implementation of the change process (Sharpe, 2019).  

Resistance has also been defined as any set of intentions and actions that slows 

down or hinders the implementation of change (Cinite & Duxbury, 2018). Cummings 

and Worley (2015) supported the notion of active resistance by stating that resistance 

to change occurs when individual employees or groups engage in acts to disrupt an 

effort to implement change. 

Even though change advantages are implemented in the best interest of the 

organisation, most employees perceive the changes made as a personal affront 

(Cummings & Worley, 2015). Those that resist change claim that having to adapt to 

change triggers anger, anxiety, and even depression.  

After the effect of change, employees assess the outcome of the change process 

and determine whether it is advantageous for them or not (Sharpe, 2019). These 

cognitions and emotions are key determinants of organisation-related results and could 

reflect in JS, employee turnover, and retention (Cummings & Worley, 2015). 
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Although Simon (2012) stated that resistance to change is a response that can be 

expected from all members of an organisation, an opposite response to change has 

also been found among employees, who avail themselves of new opportunities to effect 

self-development (Cummings & Worley, 2015). These employees may be considered 

to have change readiness. 

Although change management literature practices have provided frameworks and 

methodologies to understand and manage change and the resistance thereof, the 

results are unsatisfactory, with 70% of all change initiatives failing (Mathar & Gaur, 

2020). According to Dorling (2017), the main reason why organisation change initiatives 

fail is resistance to change, which is closely linked with the development of negative 

attitudes to change. Employee attitudes toward organisational change can impact 

morale, productivity, and turnover intentions. 

Changing how an organisation operates is often a difficult and discouraging 

process. It is typical to encounter resistance to change (whether on a small or large 

scale) and in most cases a spate of failures might occur before success is achieved. 

Successful transformation follows understanding the sources of resistance and 

encouraging a climate of mutual trust, which includes giving employees advance 

warning of planned change, involving employees in the decision-making process and 

co-creating solutions with those who are impacted by the change.  

3.2  Models of Employee Attitude Towards Organisational Change 

ATC in general consist of a person’s cognitions about change, affective reactions 

to change, and behavioural tendency toward change (Nikolaou et al., 2007). 

Researchers have, therefore, identified various employee responses to an 
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organisational change ranging from strong positive attitudes (i.e. “This change is 

essential for the organisation to succeed.”) to strong negative attitudes (i.e. “This 

change could ruin the company.”) (Andrew, 2017, p.5). This implies that change can be 

received with excitement and happiness or anger and fear: employee responses may 

range from positive intentions to support the change to negative intentions to oppose it. 

Positive ATC were found to be vital in achieving organisational goals and in 

succeeding in change programmes (Nikolaou & Vakola, 2007). 

In the following sections, Visagie and Steyn’s (2011) model of employee 

responses to planned organisational change and Spooncer’s (1992, as cited in Jain, 

2014) tri-partite model of attitude is discussed. 

3.2.1 Visagie And Steyn’s Model of Employee Responses to Planned 

Organisational Change  

According to Visagie and Steyn (2011), a distinction should be made between 

causal variables (employee perceptions), intervening variables (responses and 

behavioural intentions), and outcome variables (which includes various forms of 

commitment). The more favourably employees perceive change initiatives and 

processes (causal variables), the more favourable their attitudes, thoughts and 

behavioural intentions towards change (intervening variables) will be. Consequently, 

their levels of organisational commitment (outcome variable) will also rate higher. 

Figure 3.1 illustrates Visagie and Steyn’s model of employee responses to planned 

organisational change. 
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Figure 3.1  

Employee responses to planned organisational change model by Visagie and Steyn 

(Visagie & Steyn, 2011)  

Employee perceptions of communication and training are deemed causal 

variables as effective communication and training are pre-requisites to creating healthy 

ATC processes (Visagie & Steyn, 2011). When the need for change is communicated, 

employees are made aware of associated outcomes. Managers can enhance the 

perceptions of personal valence, organisational valence, change confidence and 

therefore change readiness (Visagie & Steyn, 2011).  

Attitudinal responses to planned organisational change, referred to as intervening 

variables, are employees’ cognitive, affective, and behavioural responses to change 

(Visagie & Steyn, 2011). Affective responses reflect how employees feel about the 

change and cognitive responses to change reflect an employee’s thoughts about the 

change (Piderit, 2000). Behavioural responses form as a result of the thoughts and 
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judgements employees have in relation to the change as well as the emotions 

associated with the change. 

Organisational commitment is depicted as the outcome variable and refers to the 

cumulative effect of the causal and intervening variables that culminate in affective, 

normative and continuance commitment (Visagie & Steyn, 2011). Organisational 

commitment may be broken down into three aspects: affective commitment, 

continuance commitment, and normative commitment (Kaplan & Kaplan, 2018). 

Affective commitment is defined as the strength of an individual’s identification and 

involvement with the organisation. It is characterised by acceptance of and alignment 

with the goals and values of the organisation (Falkenburg & Schyns, 2007). 

Continuance commitment is defined as the commitment an employee has towards the 

organisation due to investments they have made in the organisation and the costs 

associated with leaving the organisation (Falkenburg & Schyns, 2007). Normative 

commitment is a form of commitment that is based on an employee’s feeling of 

obligation to remain with the organisation because it is seen as the right thing to do 

(Kaplan & Kaplan, 2018). 

Spooncer’s tri-partite model of attitude is discussed next. 

3.2.2 Spooncer’s Tri-Partite Model of Attitude 

In Spooncer’s tri-partite model, attitude represents positive or negative mental and 

neural readiness towards a person, place, object or event. The model consists of three 

components: the cognitive component (mental/belief/evaluation), the affective 

component (neural/feeling/emotion), and the behavioural component 
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(readiness/response/action) (Jain, 2014). Figure 3.2 below illustrates Spooncer’s tri-

partite model of attitude. 

Figure 3.2  

Tri-partite model of attitude by Spooncer (adapted from Jain, 2014) 

 

Chowdhury and Salam (2015) found the cognitive component (cognitive response) 

to be an evaluation of the entity that constitutes an individual’s opinion (belief/disbelief) 

about the object, while Jain (2014) defined it as the thoughts and beliefs an individual 

has about an attitude object. Attitude objects have been described as the positive or 

negative views of a person toward a specific place, object or event (Jain, 2014). 

Therefore, a belief is information a person has about an object (information that 

specifically links an object and attribute) and the cognitive component is the storage 

section where an individual organises the information (Jain, 2014). Beliefs about an 

attitude object underlies a person’s cognitive verbal response (Massri, 2017). 
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Most research emphasises the importance of the affective components (emotion), 

as an individual’s attitude towards an object cannot be determined by simply identifying 

their beliefs about it − emotion works simultaneously with cognitive process to determine 

attitude (Jain, 2014). Feeling is couched in a person’s emotion that surfaces in verbal 

responses or overt actions towards an attitude object or process (Massri, 2017).  

The behavioural component is a verbal or overt (non-verbal) behavioural tendency 

by an individual. It consists of actions or observable responses that are the result of an 

attitude object (Jain, 2014). This component involves an individual’s response 

(favourable or unfavourable) to do something regarding an attitude object (Jain, 2014). 

Attitudinal responses are more or less consistent: a series of responses towards a given 

attitudinal stimulus is likely to show some degree of organisational structure or 

predictability (Jain, 2014). This is echoed by Massri (2017), who mentioned that 

behaviour is represented in a person’s external environmental action response that 

suggests intended behaviour towards the attitude object or process.  

According to Agarwal and Malhotra (2005), the affect (feelings and emotions) 

component of attitude and the cognitive response (evaluative judgment based on brand 

beliefs) component combine to propose an integrated model of attitude and choice. 

Discussion 

ATC may be examined through various models. In a bid to conceptualise this 

construct, Visagie and Steyn’s (2011) and Spooncer’s models were used as reference 

frameworks (Jain, 2014; Visagie & Steyn, 2011) . For this study, Spooncer’s tri-partite 

model was chosen. This model provides a practical description of the components of 
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ATC, which allowed for the achievement of the empirical objectives of the study (Jain, 

2014) (see Figure 3.4).  

3.3 Chapter Summary 

This chapter discussed ATC. It presents a conceptualisation and a discussion on 

applicable models of ATC. This second literature aim, to conceptualise the construct of 

ATC, has therefore been achieved.  
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Theoretical Integration 

This section theoretically integrates the relationship between organisational 

culture (OC), job satisfaction (JS) and employee attitude towards organisational change 

(ATC). It also provides a short discussion regarding the influence of biographical 

variables on OC, JS and ATC. 

Organisational Culture and Job Satisfaction 

Previous research suggests that OC relates positively with JS. Maclntosh and 

Doherty (2010), for example, asserted that a positive relationship exists between a 

motivational OC and JS. Similarly, Bigliardi et al. (2012) found that employees who 

perceive their OC as positive are likely to show favourable attitudes towards their job. 

The majority of researchers believe that OC (as an antecedent) and JS (as a 

consequence) are related constructs (Saha & Kumar, 2018). This implies that the basic 

underlying assumptions, values and beliefs, observable artefacts and behaviours, and 

the way in which the organisation operates impact on the satisfaction of employees in 

the organisation   

A positive OC is characterised by employees who successfully accomplish their 

assigned work-related tasks and the perception of clear formal structures, policies, 

procedures, flexibility, productivity, and consistency. Such a positive OC contributes to 

the achievement of JS (Denison et al., 2014) 

For the purpose of this study, it was accepted that an OC that promotes flexibility, 

employee well-being, and the alignment of organisational values with employees’ 

personal values will result in having a workforce that has high levels of JS. 
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Organisational Culture and Employee Attitude Towards Organisational 

Change 

Various research has identified OC as a meaningful control mechanism to guide 

employee behaviours and shape organisational decision-making (Alas & Vadi, 2003; 

O’Donnell & Boyle, 2008; Haberberg & Rieple, 2008). OC also affects work-related 

attitudes in aspects such as change readiness, employee participation, JS, 

absenteeism, and reduced intention to quit (Alas & Vadi, 2003). This is supported by 

Bellou (2010), who stated that overall, OC has been found to influence employee 

attitude towards the organisation.  

OC can thus have a positive or negative impact on the implementation of 

organisational change (Alas & Vadi, 2003). Furthermore, OC influences employee 

attitude in the organisational change process, by providing a reservoir of organisational 

meaning through which results, experience, and performance data are interpreted (Alas 

& Vadi, 2003). This finding was supported by Gustafson et al. (2018), who reported that 

OC influences employees’ satisfaction of, and participation in, the change process. 

Values, beliefs, and assumptions are important ingredients of an individual’s 

psychology in understanding their working environment, which includes their perception 

of organisational features (Denison et al., 2014). Sokro (2012) asserted that by 

developing a collective way of thinking and consideration, such as values and beliefs, 

the endorsed culture influences the perceptions and interpretations of organisational 

reality. Cameron and Quinn (2011) stated that these collective ways of thinking convey 

employee attitudes and behaviours. Although various researchers have examined the 

effects of different types of OC, ATC remains a topic of interest for continual research 
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(Bellou, 2010). OC has an impact on and significantly influences ATC (Alas & Vadi, 

2003; Chong et al., 2018).  

This dissertation asserts that OC − defined as the system comprised of shared 

assumptions, values, and beliefs that govern how individual employees should behave 

within and outside the organisation − is instrumental in influencing a positive, change-

ready attitude towards organisational change. 

Job Satisfaction and Employee Attitude Towards Organisational Change 

According to Akhtar and Rong (2015), globalisation and the introduction of new, 

advanced technology, increased competition, and cost-cutting approaches are pushing 

organisations to implement major changes. Organisational change of any type disrupts 

the existing employment relationships between the employer and employee (Akhtar & 

Rong, 2015). JS or job dissatisfaction, for example, are impacted when organisational 

change is introduced. This results in employees switching between positive and 

negative attitudes towards organisational change (Akhtar & Rong, 2015). 

An employee’s positive attitude to change is a vital element in achieving 

organisational goals and objectives and, more specifically, in making a success of 

change programmes (Shah & Marchionni, 2010). Consequently, the most important 

factor behind the failure of change initiatives is employees’ resistance to change, which 

is strongly associated with the development of negative attitudes towards organisational 

change (Shah & Marchionni, 2010). Readiness to change is closely linked with the 

development of positive attitudes to change (Nafei, 2013). Furthermore, employees’ 

attitudes towards change can also influence their morale, productivity, and turnover 

intention (Cummings & Worley, 2015). 
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 Yousef (2016) added that JS influences various organisational behaviours, 

including absenteeism and ATC. Employees who are dissatisfied with their job are likely 

to resist any attempt by management to bring about change (Yousef, 2016). Yousef 

(2016) investigated the direct and indirect effects of various facets of JS based on 

dimensions of attitude toward organisational change. He found that the cognitive, 

affective, and behavioural components of attitude are influenced by JS (Yousef, 2016). 

The Influence of Biographical Variables on Organisational Culture, Job 

Satisfaction and Employee Attitude Towards Organisational Change 

According to Martins and Coetzee (2007) biographical variables have an influence 

on OC. Male employees at the senior management level appeared to experience OC 

more positively. They further indicate that female employees appeared to experience 

OC more negatively. Lower-level and support staff also had negative perceptions of the 

organisation’s culture (Martins & Coetzee, 2007). Similarly, Martins and Von der Ohe 

(2006) found significant differences in the experience of OC as it relates to differing 

management processes. It was found that when management processes are applied 

inconsistently and differently in different parts of the organisation, it led to differing 

experiences of the OC among various biographical groups such as race, job grades, 

regions and status groups (Martins & Von der Ohe, 2006). 

According to Curtis (2008), there is limited literature that provides a clear picture 

regarding which biographical variables are strongly correlated with JS. In her study 

regarding the effect of biographical variables on the JS of nurses, it became apparent 

that there were no significant differences in the experience of JS between male and 
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female nurses. (Curtis, 2008). Differences in the experience of JS were, however, found 

between age, education-level and job-level groupings. 

Limited evidence was found in literature regarding the influence of biographical 

variables on ATC. 

Discussion 

The author posits that an OC that is positive and continuously reviewed to ensure 

alignment between employee and organisational values will allow for its employees to 

experience JS. These satisfied employees will then hold a positive attitude (cognitively, 

affectively, and behaviourally) towards proposed organisational changes and therefore 

be change ready. 
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Chapter 4 

Research Method 

The research method addresses Steps 1 to 4 of the empirical study. This chapter 

discusses the sample and the population from which it was drawn; provides an 

explanation and justification of the data collection instruments; discusses the process 

followed to collect and administer data as well as the statistical analysis and hypothesis 

formulation; and is then concluded with a summary.  

Steps 5 and 6 of the empirical study are discussed in Chapters 5 and 6 respectively 

of this dissertation. 

The following section explains the different steps that were taken. 

4.1 Step 1: Population, Sampling and Sample 

The research setting was the provincial government sector of South Africa. 

Provincial government organisations are tasked with providing various services to 

citizens of a particular province. These services include health, education, safety, and 

economic development. The study population is comprised of a business area within a 

particular department in the provincial government. The business area that was invited 

to participate in this study provides a corporate service as well as a human resources 

function (among others) to other citizen-directed (front-line) departments and has a total 

staff compliment of 327 employees. 
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This study utilised the convenience sampling method of non-probability sampling 

(Cohen et al., 2011). This method was applied as it was difficult to guarantee that all 

employees in this business area of the provincial government department would be 

willing to participate in the study. Cohen et al. (2011) attested that this sampling method 

identifies a subset of people that form a group representative of the whole target 

population, therefore, allowing each element of the population being studied a fair 

chance of being selected.  

The population target was N=327 and 152 employees responded to the request to 

participate. Survey questionnaires were issued to all willing employees, encompassing 

all different job levels. 

Given the electronic and manual method of completion used, the following was 

noted:  

All the electronically completed questionnaires could be used for analysis. Manual 

questionnaires that were not completed in full or completed incorrectly were not included 

in the study. The scores from the accepted manual questionnaires were then added to 

the scores drawn from the electronic questionnaires, after which the data was analysed. 

The percentage of the sample that responded was 55%. For quantitative descriptive 

exploratory research, the minimum number of respondents required would be 150 

(Pallant & Manual, 2010). A total number of 152 respondents was therefore considered 

as acceptable. 
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4.2 Step 2: Measuring Instruments and Scoring 

The measuring instruments (discussed below) were utilised to obtain participants’ 

biographical information and to measure organisational culture (OC), job satisfaction 

(JS) and employee attitude towards organisational change (ATC). 

• Biographical questionnaire 

• Organisational Culture Assessment Instrument (OCAI) 

• Job Satisfaction Questionnaire (JSQ); and 

• Attitude to Change Questionnaire (ATCQ). 

4.2.1 Biographical Questionnaire 

A self-developed biographical questionnaire was used to determine the age, 

gender, race, qualification, tenure, and functional area of the sample. 

4.2.2 The Organisational Culture Assessment Instrument (OCAI) 

The OCAI is discussed in terms of the rationale of the instrument, as well as the 

dimensions of the questionnaire. This is followed by a look at the administration of the 

instrument and its interpretation. Finally, a discussion of the validity and reliability of the 

questionnaire is presented. 

Rationale and purpose of the OCAI: The OCAI, according to Cameron and 

Quinn (2011) is a self-reported measure, consisting of four different types of 

organisational culture (OC), namely clan culture, adhocracy culture, hierarchy culture, 

and market culture. This measuring instrument is used to determine individuals’ 

perception of collaborative leadership, superior performance, solid communication, 
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respect among employees and management, and a clear mission and purpose. This is 

collectively measured as OC.  

Dimensions of the OCAI: The adapted questionnaire includes 12 items divided 

into four subscales, namely clan, adhocracy, market and hierarchy. According to 

Shilbury and Moore (2006) and Malo (2015), each subscale comprises six items that 

address employee perceptions of core cultural elements such as dominant cultural type, 

leadership, management of employees, organisational behaviour group cohesiveness, 

strategic emphasis, and criteria of success. The following provides a detailed 

description of the four dimensions: 

(i) The clan culture (three items) 

The clan culture archetype is reminiscent of Wallach’s (1983) supportive culture 

archetype and is delineated by the flexibility and internal focus aspects of the OCAI’s 

continua. It is considered to be representative of a family-style organisation wherein 

members of the organisation are involved in decision-making and teamwork is an 

important aspect of work (Heritage et al., 2014). 

(ii) The adhocracy culture (three items)  

The adhocracy culture type is delineated by the flexibility and external focus 

aspects of the bisecting continua of the OCAI. This type of culture is based on innovation 

as a means of organisational functioning. One of the aspects of adhocracy is its 

emphasis on specialisation and rapid change within the organisation. Employees will 

often come together to work on specific projects and then disband at completion. This 

method of functioning is reminiscent of Martin and Meyerson’s (1988) ambiguity 
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description of OC. However, an organisation with an adhocracy culture is not limited by 

a lack of guidelines when approaching a task, but instead appears to be provoked into 

productivity when presented with a lack of boundaries. 

(iii) The market culture (three items)  

The market culture type is delineated by the external focus and stability aspects of 

the OCAI continua. This aspect of the OCAI is concerned largely with competitiveness 

and winning. The market culture is driven by the need to create transactions with 

external bodies as a means of gaining an advantage in their organisational niche. 

(iv) The hierarchy culture (three items) 

The hierarchy culture type is delineated by the internal focus and stability aspects 

of the OCAI continua or ranges; the hierarchy culture is highly reminiscent of Wallach’s 

bureaucratic culture (Wallach, 1983). It is concerned largely with stability in 

organisational functioning and has clear guidelines regarding the manner in which 

organisation should approach certain tasks. It is typified by a vertical approach to the 

levels in the organisational hierarchy and focuses largely on smooth running efficiency.  

Administration of the OCAI: The OCAI is a self-administered questionnaire and 

takes roughly five minutes to complete. The researcher chose only to administer the 

current culture, even though the questionnaire may be used to measure desired culture 

as well. The rationale for this is that the study only attempted to investigate the 

relationship between the current culture on JS and ATC. The adapted questionnaire 

required respondents to rate 12 statements on a 5-point rating scale for each statement. 

The score for clan, market, adhocracy, and hierarchy culture were then added together 
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to compute a total, overall score for the construct of the OCAI (Cameron & Quinn, 2011). 

Examples of statements included:  

(i) The glue that holds the organisation together is loyalty and trust. Commitment to 

this organisation is high 

(ii) The organisation defines success based on efficiency. Dependable delivery, 

smooth scheduling and low-cost production are critical; and 

(iii) The organisation emphasises human development. High trust, openness and 

participation persist. 

Interpretation of the OCAI: Each culture type, inclusive of clan, adhocracy, 

market and hierarchy culture is measured distinctly and reflects the participants’ 

interpretation and experience of these types. The higher the score of the type, the more 

it is experienced. It is therefore possible to determine which culture types are 

experienced more or less by the participants The higher the score, the truer the 

statement is for the respondent, for example, a response of 1 = strongly disagree and 

a response of 5 = strongly agree. 

Reliability and validity of the OCAI: Research findings on the reliability and 

validity of this questionnaire indicate that it is a reliable instrument for measuring OC in 

the workplace (Cameron & Quinn, 2011). The Cronbach’s alpha internal consistency 

coefficient for each component ranges from .62 to .80 for the total OC. The present 

study indicated a Cronbach’s alpha internal consistency coefficient ranging from .77 to 

.83.   

Scoring of the OCAI: The OCAI is scored against the dimensions of clan, 

adhocracy, market, and hierarchy. The scores are then added up for each dimension to 
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obtain an indication of the organisation’s dominant current culture. The OCAI also allows 

for participants to rate their desired (future) culture. However, for the purposes of this 

study, the desired culture was not measured or scored. 

Motivation for using the OCAI: The OCAI was chosen for this study because of 

its conceptual congruence with the explication of the construct of OC as well as its high 

degree of validity and reliability (Cameron & Quinn, 2011). 

4.2.3 Job Satisfaction Questionnaire (JSQ) 

The JSQ is discussed in terms of the rationale of the instrument and the 

dimensions of the questionnaire. This is followed by a look at the administration of the 

instrument and its interpretation. Finally, a discussion of the validity and reliability of the 

questionnaire is presented. 

Rationale and purpose of the JSQ: According to Spector (1997), the JSQ is used 

for the purpose of measuring job satisfaction (JS) among employees. It normally 

consists of 36 items that includes nine component scales, which are used for the 

purpose of assessing the varying employee attitudes held in relevance to different 

aspects of their jobs: promotion, salary, supervision, procedure for operations, 

contingency rewards, work nature, communicating with other employees, co-workers, 

and fringe benefits. Each of these components is assessed and evaluated using four 

items. The total score is determined from the summation of scores on all items. The 

response range is from strongly disagree to strongly agree and half of the items for this 

scale are scored in a reverse. 
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Dimensions of the JSQ: For this study the JSQ was adapted and is comprised of 

24 items measuring three components of JS, namely:  

(i) Pay (eight items). The remuneration paid to an employee reflects their level of 

satisfaction with the reward system applied in the organisation. 

(ii) Promotion (eight items). Opportunities for promotion or advancement in the 

organisation reflects the extent to which an employee is satisfied with prospects 

for self- and career development. Promotion also means growing an employee’s 

skills repertoire. 

(iii) Co-workers (eight items). Fostering co-worker relationships refers to the extent 

to which an employee is satisfied with his or her affiliation with colleagues. 

Employees learn from one another on how to improve on job processes to 

abolish waste (materials and time) and to increase output and the bottom 

line/service delivery of the company through value-added productivity. 

Administration of the JSQ: The adapted JSQ is a self-administered 

questionnaire and is simple for respondents to complete. The items are structured in a 

statement format, with a 5-point Likert scale for each statement. Spector (1997) 

explained that due to the low Cronbach’s alpha coefficient found in this study, all the 

components are added together to compute the total JS score for the construct of the 

JSQ. Examples of statements included: 

(i) If I do a good job, I am likely to get promoted 

(ii) I am satisfied with my rate of advancement; and 

(iii) I would rather be doing another job. 
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Interpretation of the JSQ: Each component (pay, promotion, and co-worker) is 

measured separately and reflects the participants’ perception of JS based on these 

components. It is therefore clear to determine which components are perceived to be 

true for the participants and which are not. A response of 1 = strongly disagree and a 

response of 5 = strongly agree. 

Reliability and validity of the JSQ: Previous research findings by Mitonga-

Monga, Flotman and Cilliers (2018) on the reliability of the JSQ indicated that it is a 

reliable instrument for measuring employees’ level of JS. A study conducted by Mitonga-

Monga (2012) indicated that the Cronbach’s alpha internal consistency coefficient for 

each component ranged from .72 to .86 and was .92 for the total JS. The present study 

obtained a Cronbach’s alpha coefficient of .82. 

The scoring of the JSQ: The JSQ in this study was scored against the dimensions 

of pay, promotion, and co-workers. The scores were then added up for each dimension 

in order to obtain an indication of the JS level.  

Motivation for using the JSQ: The JSQ (Mitonga-Monga et al., 2018) was 

chosen for this study because of its conceptual congruence with the explication of the 

construct of JS as well as its high degree of validity and reliability. 

4.2.4 Attitude to Change Questionnaire (ATCQ) 

The ATCQ is discussed in terms of the rationale of the instrument and the 

dimensions of the questionnaire. This is followed by a look at the administration of the 

instrument and its interpretation. Finally, a discussion of the validity and reliability of the 

questionnaire is presented. 
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Rationale for and purpose of the ATCQ: According to Dunham et al., (1989), 

the ATCQ is a self-rating measure that uses the cognitive, affective, and behavioural 

dimensions to analyse employee attitude towards organisational change (ATC). This 

measuring instrument is used to determine the levels of the three components of 

employees’ attitude towards organisational change. 

Dimensions of the ATCQ: The adapted ATCQ consists of 20 items and measures 

three components of ATC, namely the cognitive, affective and behavioural. Each of 

these components has a number of itemised questions, which are used to measure the 

various components. The following is a description of the three components: 

(i) Cognitive (five items). The cognitive component of attitude consists of the 

information an employee processes that influences their assumptions positively 

or negatively, based on what they perceive as accurate or false. 

(ii) Affective (eight items). The affective component consists of the feelings an 

employee has towards an attitude object, which involves evaluation and emotion, 

and is often expressed as dislike for the attitude object. 

(iii) Behavioural (seven items). The behavioural component relates to the way an 

employee intends to behave towards an attitude object. 

Administration of the ATCQ: The ATCQ ensures anonymity and takes 

approximately 10 minutes to complete. The items are structured in a statement format, 

with a 5-point Likert scale for each statement. The participants rated the statements 

based on their self-perceived attitude towards organisational change. The score for the 

cognitive, affective and behavioural components was added together to compute a total 

score for the ATC construct. Examples of statements included: 
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(i) Organisational changes improve our organisation’s overall efficiency 

(ii) Our senior managers encourage all of us to embrace change; and 

(iii) Change makes me question my future employment in this organisation. 

Interpretation of the ATCQ: Each component of attitude (cognitive, affective, and 

behavioural) is measured separately and reflects the participants’ level of ATC based 

on these components. It is therefore possible to determine which components are 

perceived to be true for the participants and which are not. The higher the score, the 

truer the statement. A response of 1 = strongly disagree and 5 = strongly agree. 

Reliability and validity of the ATCQ: Previous research findings by Nafei (2013) 

on the reliability of the ATCQ, indicated that it is a reliable instrument for measuring 

ATC. In two separate studies Dunham et al. (2013) indicated that a Cronbach’s alpha 

internal consistency coefficient for each component ranged from .73 to .82 and .80 for 

the total ATC construct. The present study obtained a Cronbach’s alpha coefficient 

ranging from .79 to .95 for the ATCQ. 

The scoring of the ATCQ: The ATCQ in this study was scored against the 

cognitive, affective, and behavioural dimensions. The scores were then added up and 

thereafter averaged out to determine the total scores for each dimension. 

Motivation for using the ATCQ: The ATCQ was chosen for this study because 

of its conceptual congruence with the explication of the construct of attitude towards 

organisational change, as well as its high degree of validity and reliability (Nafei, 2013). 
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4.3 Step 3: Administration and Data Collection Procedure 

The sampling population had the survey questionnaire administered by two 

means: employees were afforded the opportunity to complete the questionnaire via an 

electronic version and those participants who could not access the electronic version, 

were offered a manual version of the survey questionnaire. In both of these scenarios, 

the researcher explained the context and purpose of the research, highlighting the 

relevance of the research as well as the ethical concerns, and was available to assist 

with questions and clarification where required while the questionnaires were being 

completed. 

A total of 327 South African provincial government organisation (SAPGO) 

employees agreed to take part in the survey.  

In order to maintain the quota of 152 participants, the researcher kept a strict 

record of completed questionnaires, both manual and electronic. Those respondents 

who neglected to submit their manual completed questionnaires or did not complete 

either the manual or electronic version correctly, were summarily excluded from the 

study. The retracted participants were replaced by new participants. 

4.4 Step 4: Statistical Analysis and Hypotheses Formulation 

Statistical analysis was conducted using the Statistical Package for Social 

Sciences programme (IBM SPSS Statistics for Windows, Version 25.0). The service of 

a qualified statistician was employed for statistical analysis. The statistician was solely 

responsible for statistically analysing the data and the researcher was responsible for 
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cleaning the data and interpreting the results. Descriptive, correlational, and linear 

regression analyses were used in this study.  

4.4.1 Biographical Profile of the Sample 

The biographical profile of the sample was constructed to gather information on 

participants’ age, race, gender, tenure, job level, and education. This is further 

elaborated on in the results chapter. 

4.4.2 Descriptive Statistics and Psychometric Characteristics of 

Instruments 

• Descriptive statistics (Cohen et al., 2011) were calculated. Frequencies and 

percentages were used to describe the categorical variables, OC and JS, while 

means and standard deviations were used to describe the continuous variable, 

ATC. In this study, the mean was used as a measure of central tendency. The 

standard deviation approximated the average distance of the individual scores 

from the mean. The higher the standard deviation, the greater the distances were 

from the average mean (Cohen et al., 2011).  

• Cronbach’s alpha coefficient (Creswell & Poth, 2016) was computed to assess 

the internal consistency reliability of the questionnaire, scoring, and responses 

scales (Creswell & Poth, 2016). Vaske et al. (2017) indicated that this index is 

indicative of the extent to which all items in the scales are measuring the same 

characteristics. High internal consistency implies a high generalisability of items 

in the test, as well as items in parallel. 
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4.4.3 Relationship Between Behavioural Constructs 

The Pearson product-moment correlation (r) (Chee, 2013) was used to determine 

the strength and direction of the relationship between variables. In statistical 

significance tests, p-values were used to determine the significance of the results. Small 

p-values of less than .05 are generally viewed as sufficient evidence that results are of 

statistical significance. In order to assess whether the results are of any practical 

significance, the researcher must calculate the effect size. Chee (2013) indicated that 

some conventional effect sizes are the cut-off point for the practical significance of the 

correlation coefficient between behavioural constructs: 

r = .15 small effect 

r = .30 medium effect 

r = .50 large effect  

In this study, r≥ .10 – .29 (small effect), r≥ .30 – .49 (medium effect), and r≥ .50 

(large effect) were used to evaluate practical significance. 

4.4.4 Regression Analysis 

Multiple regression analysis was used to calculate the effect of the independent 

variables, OC and JS, on the dependent variable, ATC (Creswell & Poth, 2016). These 

multiple regressions enabled the researcher to predict or weigh the relationship 

between more explanatory or independent and explained or dependent variables 

(Creswell & Poth, 2016). R2 is one of the links that binds together the various aspects 

of multiple regressions and analysis of variance (Cohen et al., 2011). R2 is the highest 



102 

 

 

possible correlation between a least squares linear composite of the independent 

variable and the observed dependent variable (Cohen et al., 2011). In this study, the 

regression analysis was used to evaluate the extent to which OC and JS (independent 

variables) predicted ATC (dependent variable).  

4.4.5 Hypotheses Formulation 

The hypotheses were based on the theoretical integration and were tested in the 

empirical study (see Table 4.1). 

Table 4.1 

Research hypotheses 

 

These hypotheses were tested by using correlational and regression analysis 

techniques respectively. 

Research hypotheses 

H01: There is no statistically significant relationship between OC and ATC. 

Ha1: There is a statistically significant relationship between OC and ATC. 

H02: There is no statistically significant relationship between JS and ATC. 

Ha2: There is a statistically significant relationship between JS and ATC. 

H03: OC does not positively and significantly predict ATC. 

Ha3: OC does positively and significantly predict ATC. 

H04: JS does not positively and significantly predict ATC. 
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4.4.6 Statistical Significance 

Statistical significance refers to the probability that the observed result could have 

occurred randomly if it had no true underlying effect (Cohen et al., 2011). Procedures 

can be utilised to test the significance of any contrast or comparison. The significance 

level is the criterion mostly used for rejecting the null hypothesis (Leedy & Ormrod, 

2005). 

Table 4.2 below indicates the levels of significance in this study. 

Table 4.2 

Levels of significance 

Probability Level Significance 

P 0.01 to 0.05 Significant 

P 0.001 to 0.01 Very significant 

P 0.001 Extremely significant 

Source: Tredoux and Durrheim (2013)  

4.5  Chapter Summary 

This chapter discusses the research method, population and sample used, 

measuring instruments, data collection and statistical analysis procedures. This is 

followed by the formulation of hypotheses and a summary of the chapter. 
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Chapter 5 

Results 

This chapter focuses on the results of the statistical analysis performed on 

collected data. The chapter begins with descriptive statistics, followed by a discussion 

of the correlations and multiple regressions.  

5.1 Descriptive Statistics 

This section addresses the biographical information of the sample as well as the 

means, standard deviations and internal consistency of the measuring instruments, 

which were calculated using Cronbach’s alpha coefficients. 

5.1.1 Composition of the Sample According to Age 

Table 5.1 and Figure 5.1 indicate the age distribution of the participants in the 

sample. More than half of respondents (55.3%) were between the ages of 21 and 43, 

29.6% were between the ages of 44 and 56 and 15.1% were between the ages of 57 

and 75. 
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Table 5.1 

Age distribution of the sample (N=152) 

Age Frequency Percent 
Valid 

percent 

Cumulative 

percent 

21 – 43  

 

       84 55.3 55.3 55.3 

44 – 56  

 

 

 

  

 

 45 29.6 29.6 84.9 

57 – 75   

 

 23 15.1 15.1   100.0 

Total 152 100.0 100.0  

 

Figure 5.1 

Distribution of the sample according to age (N=152) 

 

55.30%29.60%

15.10%

Age

Born between 1978-2000 Born between 1965-1977 Born between 1946-1964
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5.1.2 Composition of the Sample According to Race 

Table 5.2 and Figure 5.2 indicate the race distribution of the participants in the 

sample. More than half of the participants (51.3%) were coloured, 28.9% were white, 

15.8% were African and 3.9% were Indian.  

Table 5.2 

Race distribution of the sample (N=150) 

Race Frequency Percent 
Valid 

percent 

Cumulative 

percent 

African 24 15.8 15.8 15.8 

Coloured 78 51.3 51.3 67.1 

Indian 6 3.9 3.9 71.1 

White 44 28.9 28.9    100.0 

Total 152 100.0 100.0  
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Figure 5.2  

Race distribution of the sample (N=152) 

 

5.1.3 Composition of the Sample According to Gender 

Table 5.3 and Figure 5.3 indicate the gender distribution of the participants in the 

sample. The majority (57.2%) of the participants were female and 42.8% were male.  

Table 5.3 

Gender distribution of the sample (N=152) 

Gender Frequency Percent 
Valid 

percent 

Cumulative 

percent 

Male 65 42.8 42.8 42.8 

Female 87 57.2 57.2    100.0 

Total 152 100.0 100.0  
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Figure 5.3 

Gender distribution of the sample (N=152) 

 

5.1.4 Composition of the Sample According to Tenure 

Table 5.4 and Figure 5.4 indicate the tenure distribution of the participants in the 

sample: 23.7% of participants had worked for the local provincial government for 15 

years and more, 17.8% for six to 10 years, 17.1% for four to five years, 12.5% for 0 to 

one year and 10 to 15 years respectively. 

 

 

 

 

42.80%

57.20%

Gender

Male Female
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Table 5.4 

Tenure distribution of the sample (N=152) 

Tenure Frequency Percent 
Valid    

percent 

Cumulative 

percent 

0-1 year 19 12.5 12.5 12.5 

2-3 years 25 16.4 16.4 28.9 

4-5 years 26 17.1 17.1 46.1 

6-10 years 27 17.8 17.8 63.8 

10-15 years 19 12.5 12.5 76.3 

15 years and more 36 23.7 23.7 100.0 

Total 152 100.0 100.0  

Figure 5.4 

Tenure distribution of the sample (N=152) 

 

12.50%

16.40%

17.10%

12.50%

23.70%

Tenure

0-1 year 2-3 years 4-5 years 6-10 years 15 years and more
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5.1.5 Composition of The Sample According to Job Level 

Table 5.5 and Figure 5.4 indicate the job level distribution of the participants in the 

sample. Of the 152 participants, 60.5% were employees, 21.7% were supervisors, 

13.8% were managers, 3.3% were in the executive management level and, lastly, 0.7% 

were in top management levels. 

Table 5.5 

Job level composition of the sample (N=152) 

Job level Frequency Percent 
Valid 

percent 

Cumulative 

percent 

Top management 1 0.7 0.7 0.7 

Executive management 5 3.3 3.3 3.9 

Manager 21 13.8 13.8 17.8 

Supervisor 33 21.7 21.7 39.5 

Employee 92 60.5 60.5 100.0 

Total 152 100.0 100.0  
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Figure 5.5  

Job level distribution of the sample (N=152) 

 

5.1.6 Composition of the Sample According to Level of Education 

Table 5.6 and Figure 5.6 indicate the educational levels of participants in the 

sample. A total of 28.9% had a postgraduate degree, 17.8% had a diploma or first 

degree respectively, 22.4% had either Grade 11 or 12, 12.5% had a certificate and 0.7% 

had either Grade 9 or 10. 

 

 

 

 

3.30%

13.80%

21.70%
60.50%

Job level

Executive management Manager Supervisor Employee
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Table 5.6 

Education level distribution of the sample (N=152) 

Education Frequency Percent 
Valid   

percent 

Cumulative 

percent 

Grade 9 to 10 1 0.7 0.7 0.7 

Grade 11 to 12 34 22.4 22.4 23.0 

Certificate 19 12.5 12.5 35.5 

Diploma 27 17.8 17.8 53.3 

First degree 27 17.8 17.8 71.1 

Postgraduate 44 28.9 28.9 100.0 

Total 152 100.0 100.0  

Figure 5.6 

Education level distribution of the sample (N=152) 

 

0.70%

22.40%

12.50%

17.80%

17.80%

28.90%

Education

Grade 9-10 Grade 11-12 Certificate Diploma 1srt degree Post graduate
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5.1.7 Descriptive Statistics and Reliability of Research Variables 

This section addresses the two aspects involved in descriptive statistics, namely, 

mean and standard deviations per scale. Mean scores were obtained by calculating the 

average of all the items related to the variables. The internal consistency reliability of 

the measuring instruments was calculated using Cronbach’s alpha coefficients. 

Table 5.7 

Descriptive statistics: mean, standard deviations and Cronbach’s alpha coefficients for 

organisation culture, job satisfaction and employee attitude towards organisational 

change  

Variables Mean 
Standard 

deviation 

Cronbach’s 

alpha coefficient 

Clan culture 3.51 .84 .81 

Adhocracy culture 3.72 .73 .83 

Market culture 2.80 .73 .77 

Hierarchy culture 3.83 .60 .81 

JS  3.80 .92 .82 

Overall ATC  3.42 .97 .95 

Cognitive 3.51 .86 .81 

Affective 3.08 .77 .95 

Behavioural 3.82 .82 .79 

Table 5.7 indicates the mean standard deviation and Cronbach’s alpha coefficients 

for organisational culture (OC), job satisfaction (JS), and employee attitude towards 

organisational change (ATC). Cronbach’s alpha coefficients were used to assess the 
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internal consistency reliability of the measuring instruments. Table 5.7 shows high alpha 

coefficients ranging from .74 to .95, showing that the alpha coefficients of all the scales 

were higher than .70. They indicate an acceptable internal consistency (Nunnally & 

Bernstein, 2010). 

5.1.7.1 Descriptive Statistics: Organisational Culture. Table 5.7 shows that 

the mean scores on the scales of this instrument range from 3.83 to 2.80. The highest 

mean score obtained by the sample of participants was on the hierarchy culture (M = 

3.83; SD = .60), suggesting that this is the culture experienced by most of the 

participants. This was followed by the adhocracy culture (M = 3.72; SD = .73) and the 

clan culture (M = 3.51; SD = .84). The market culture obtained the lowest mean score 

(M = 2.80; SD = .73), implying that market culture was experienced least by the 

participants. The range of the scores was fairly small and clustered around the midpoint 

of the scale, and therefore a major difference in the cultures was not experienced. 

5.1.7.2 Descriptive Statistics: Job Satisfaction. Table 5.7 indicates that the 

sample of participants had a fairly high score on JS (M = 3.80; SD = .92), suggesting 

that they were relatively satisfied with their jobs. 

5.1.7.3 Descriptive Statistics: Employee Attitude Towards Organisational 

Change. Table 5.7 shows that the mean scores ranged from 3.82 to 3.08. The sample 

of participants obtained the highest mean score on the behavioural component (M = 

3.82; SD = .82), followed by the cognitive component (M = 3.51; SD = .86); and lastly, 

the affective component (M = 3.08; SD = .77). Sample participants obtained the lowest 

mean score on the variable: overall ATC (M = 3.42; SD = .97). However, the range of 
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mean scores was very small and just above the midpoint of 3.0, indicating a slightly 

positive ATC. The correlation analysis is presented next. 

5.2 Correlation Analysis 

The correlations between OC, JS, and ATC were calculated using the Pearson 

product-moment correlation. Correlations help researchers to establish the direction 

and strength of the association between variables. In order to determine the statistical 

significance of the correlations, the confidence level was set at 95% (p≤ .05) and the 

practical effect size at r ≥ .10 (small effect); r ≥ .30 ≥ r ≤ .49 (medium effect); r ≥ .50 

(large effect) (Creswell & Poth, 2016). Table 5.8 presents the correlations obtained 

between the research variables.  
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Table 5.8 

Correlations between organisational culture, job satisfaction and employee attitude towards organisational change 

Variables 
Clan 

culture 

Adhocracy 

culture 

Market 

culture 

Hierarchy 

culture 
JS 

Overall 

ATC 
Cognitive Affective Behavioural 

Clan culture 1         

Adhocracy culture .63*** 1        

Market culture .56*** .46** 1       

Hierarchy culture .53*** .61*** .32** 1      

JS .47** .37** .19* .40** 1     

Overall ATC .73*** .52*** .67*** .50*** .50*** 1    

Cognitive .70*** .56*** .59*** .59*** .44** .83** 1   

Affective .68*** .43** .71*** .36** .38** .85*** .80*** 1  

Behavioural .65*** .52*** .49** .50*** .61*** .87*** .73*** .72*** 1 

Notes: N = 152. ***p ≤ .001 **p ≤ .01 *p ≤ .05. r ≥ .10 (small effect); r ≥ .30 ≥ r ≤ .49 (medium effect); r ≥ .50 (large effect). 
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Table 5.8 shows that the OC and JS variables correlated positively with the ATC 

variables. The correlations varied from r = .19 (p ≤ .05; small effect size) to r = .87 (p 

≤ .05; large practical effect size). The variables that correlated significantly are 

discussed below. 

With regards to the correlation between OC and JS, a significant positive 

correlation was found between clan culture and JS (r = .47; medium effect; p≤ .05). 

The results indicated that the adhocracy culture correlated significantly with JS (r = 

.37; medium effect; p ≤ .05). A significant positive correlation was found between 

market culture and JS (r = .19; small effect; p ≤ .05). A significant positive correlation 

was found between hierarchy culture and JS (r = .40; medium effect; p ≤ .05). 

Regarding the correlation between OC and ATC, the results indicated that a 

significant positive correlation was observed between clan culture and overall ATC (r 

= .73; large effect; p ≤ .05), cognitive component (r = .70; large effect; p ≤ .05), affective 

component (r = .68; large effect; p≤ .05), behavioural component (r = .65; large effect; 

p ≤ .05). A significant positive correlation was observed between adhocracy culture 

and overall ATC (r = .52; large effect; p ≤ .05), cognitive (r = .56; large effect; p ≤ .05), 

affective (r = .43; medium effect; p≤ .05), and behavioural (r = .52; large effect; p ≤ 

.05). The results indicate a significant positive correlation between market culture and 

overall ATC (r = .67; large effect; p ≤ .05), cognitive component (r = 59; large effect; p 

≤ .05), affective component (r = .71; large effect; p≤ .05) and behavioural component 

(r = .49; medium effect; p ≤ .05). The results suggested that hierarchy culture 

correlated with overall ATC (r = .50; large effect; p≤ .05), cognitive (r = .59; large effect; 



118 

 

 

p ≤ .05), affective (r = .36; medium effect; p ≤ .05) and behavioural (r = .50; large effect; 

p ≤ .05). 

With regards to the correlation between JS and ATC, the results also indicated 

that JS correlated significantly with the overall ATC (r = .50; large effect; p≤ .05), 

cognitive (r = .44; medium effect; p ≤ .05), affective (r =.38; medium effect; p ≤ .05) 

and behavioural (r = .61; small effect; p ≤ .05). 

5.2.1 Interpretation of Correlation Analysis  

This section provides the interpretation of the correlation analysis. 

5.2.1.1. Relationship Between Organisational Culture and Employee 

Attitude Towards Organisational Change. The correlation analysis was conducted 

to test hypothesis Ha1, which posited that there is a statistically significant relationship 

between OC and ATC. The results in Table 5.8 show that OC positively and 

significantly correlated with ATC with medium to large effect sizes. therefore, 

hypothesis Ha1 was supported. 

5.2.1.2. Relationship Between Job Satisfaction and Employee Attitude 

Towards Organisational Change. The correlation analysis was conducted to test 

hypothesis Ha2, which proposes that there is a statistically significant relationship 

between JS and ATC. With regards to the results in Table 5.8, JS positively and 

significantly correlated with ATC with medium to large effect sizes, therefore 

hypothesis Ha2 was supported. 

5.3  Multiple Regression 

This section discusses the regression analysis. 
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5.3.1 Organisational Culture and Job Satisfaction as Predictors of 

Employee Attitude Towards Organisational Change 

Table 5.9 summarises the results of the multiple regression analyses. A multiple 

regression analysis was conducted to test the hypothesis Ha3 and Ha4, namely, that 

OC as well as JS positively and significantly predict ATC.  
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Table 5.9 

Multiple regression analysis: organisational culture as a predictor of employee attitude towards organisational change 

 

 

 

 

 

 

 

N=152; *** (p ≤ .001); ** (p ≤ .01); * (p ≤ .05). β, standardised regression coefficient; B unstandardised regression coefficient. +R² ≤ .12 

(small practical effect size), ++R² ≥ .13 ≤ .25 (medium practical effect size), +++R² ≥ .26 (large practical effect size). 

 Model 1 

Overall ATC 

Model 2 

Cognitive 

Model 3 

Affective 

Model 4 

Behavioural 

B β P-value B β P-value B β P-value B β P-value 

(Constant) 35.40  .000 8.11  .000 20.03  .000 7.28  .000 

Clan culture 1.08 .34 .000 .30 .30 .000 .53 .32 .000 .25 .24 .006 

Adhocracy culture .60 .10 .147 .21 .12 .112 .23 .08 .284 .16 .09 .272 

Market culture 1.63 .41 .000 .35 .30 .000 1.00 .52 .000 .27 .23 .001 

Hierarchy culture .22 .05 .474 .29 .20 .004 .20 .08 .233 .13 .09 .238 

F (df; mean square) ((5,146) = 64.019*** (5,146) = 48.497*** (5,146) = 51.372*** (5,146) = 42.130*** 

R .687 .624 .638 .591 

Adjusted R2 .676+++ .611+++ .625+++ .577+++ 
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Table 5.9 presents the four regression models that were used: one model for 

overall ATC, and the other three for cognitive, affective and behavioural components of 

ATC. All the models were found to be statistically significant (Fp ≤ .001). The models 

accounted for 68% (R 2 = .68: overall ATC); 61% (R2 = .61: cognitive); 63% (R2 = .63: 

affective); and 58% (R2 = .58: behavioural) of the variance in the ATC variables 

respectively. 

In Model 1 (overall ATC), market culture (β = .41; p = .00) and clan culture (β = 

.34; p = .00) acted as significant positive predictors of the overall ATC, with market 

culture contributing the most towards explaining the variance in the ATC variable. 

In Model 2 (cognitive), clan culture (β = .30; p = .00), market culture (β = .30; p = 

.00), and hierarchy culture (β = .20; p = .00) respectively acted as significant positive 

predictors of the cognitive component, with clan culture and market culture contributing 

the most towards explaining the variance in the cognitive component of ATC.  

In Model 3 (affective), market culture (β = .52; p = .00), and clan culture (β = .32; 

p = .00) acted as significant positive predictors of the affective component of ATC, with 

market culture contributing the most towards explaining the variance in the affective 

component of ATC.  

In Model 4 (behavioural), clan culture (β = .24; p = .01) and market culture (β = 

.23; p = .00) acted as significant and positive predictors of the behavioural component 

of ATC with clan culture contributing the most towards explaining the variance in the 

behavioural component of ATC. 



122 

 

 

These results indicate that clan and market cultures are significant predictors of all 

ATC scales. The hierarchy and adhocracy cultures, however, did not show any 

significance in predicting ATC, except for the cognitive component of ATC. 

5.3.2 Interpretation of Regression Analysis with Organisational Culture as 

a Predictor of Employee Attitude Towards Organisational Change 

The regression analysis was conducted to test hypothesis Ha3, which proposed 

that OC positively and significantly predicts ATC. The results illustrated in Table 5.9 

suggest that the market and clan type cultures acted as predictors of ATC, therefore 

hypothesis Ha3 was partially supported. 

5.3.3 Job Satisfaction as Predictor of Employee Attitude Towards 

Organisational Change 

Table 5.10 illustrates the results of the multiple regression analyses that were 

computed to establish if JS acted as a predictor of ATC. 
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Table 5.10 

Multiple regression analysis: job satisfaction as a predictor of employee attitude towards organisational change 

 

N = 152; *** (p ≤ .001); ** (p ≤ .01); * (p ≤ .05). β, standardised regression coefficient; B unstandardised regression coefficient. +R² ≤ 

.12 (small practical effect size).  ++R² ≥ .13 ≤ .25 (medium practical effect size), +++R² ≥ .26 (large practical effect size).  

 Model 1 

Overall ATC 

Model 2 

Cognitive 

Model 3 

Affective 

Model 4 

Behavioural 

B β P-value B β P-value B β P-value B β P-value 

(Constant) 53.96  .000 19.08  .000 12.91  .000 6.48  .007 

JS 044 .24 .000 .58 .52 .000 .15 .26 .000 .03 .03 .113 

F (df; mean square) (1;151) = 9.52** (1;151) = 60.25*** (1;151) = 11.25*** (1;151) = .83 

R =.06++ = .29+++ = .07++ = .01 

Adjusted R2 = .05++ =. 28+++ = .06++ = .00 
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Table 5.10 presents the four regression models that were used – one model for 

overall ATC, the other three for the cognitive, affective and behavioural components of 

ATC. While Models 1, 2 and 3 were statistically significant (Fp ≤ .05), only the cognitive 

model was found to have any practical significance (R 2 = .28). JS was a significant 

predictor of the cognitive component of ATC (β = .52; p = .00) and explained 28% of 

variance in the cognitive component of ATC. 

5.3.4 Interpretation of Regressions Analysis with Job Satisfaction as a 

Predictor of Employee Attitude Towards Organisational Change  

The regression analysis was conducted to test hypothesis Ha4, which proposed 

that JS positively and significantly predicts ATC. The results illustrated in Table 5.10, 

suggest that JS predicted the cognitive component of ATC, therefore, hypothesis Ha4 

was partially supported. This indicates that employees who are satisfied with their 

organisation are likely to process information regarding change in a positive light, 

however they may not necessarily feel or display actions in favour of proposed changes.  

Firstly, Table 5.9 illustrates the effects of market and clan cultures on the affective, 

cognitive, and behavioural components of ATC. Secondly, Table 5.10 indicates the 

effects of JS on the cognitive component of ATC. 

Figure 5.7 displays the effects of OC and JS on ATC. 
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Figure 5.7 

The effects of organisational culture and job satisfaction on employee attitude towards 

organisational change 

 

5.3.5 Decision for Hypothesis  

The decisions regarding the hypotheses are presented in Table 5.11.  
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Table 5.11 

Decisions regarding the research hypotheses 

Research hypotheses Decision 

Ha1: There is a statistically significant relationship between 

OC and ATC. 
supported 

Ha2: There is a statistically significant relationship between 

JS and ATC 
supported 

Ha3: OC does positively and significant predict ATC. 
partially 

supported 

Ha4: JS does positively and significant predict employee 

attitudes towards organisational change 
partially supported 

5.4  Interpretation and Discussion of The Research Results 

This section integrates the research results and discusses the results in terms of 

each of the research aims. 

5.4.1 Biographical Profile of The Sample  

The biographical profile from the sample revealed that the sample comprised of 

mostly younger respondents (born between the year 1978 and 2000). Half of the sample 

were of the coloured population group, this was followed by whites, whilst the Indian 

and African groups made up smaller percentages. There was a fairly even spread 

between males and females with the sample being comprised of slightly more females. 

The tenure of the sample was fairly spread amongst the categories. The job level of the 
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sample was comprised mostly of employees. Just less than a third of the sample had a 

postgraduate degree, whilst two thirds of the sample had a qualification after matric. 

5.4.2 Descriptive Statistics: Interpretation of the Results 

Mean scores centred around and just above the midpoint of the scale, suggesting 

that there was a mostly moderate experience of all the cultures. Mean scores were 

within a very small range, suggesting that participants experienced the cultures to a 

fairly similar extent. There was a slightly higher experience of the hierarchy culture, 

followed by the adhocracy, clan and market cultures.  

5.4.3 Empirical Aim 1: Interpretation of the Correlation Results 

Empirical Aim 1 was to determine the statistical nature of the relationship between 

OC and ATC in a sample of employees in a South African provincial government 

organisation (SAPGO). 

Table 5.9 is relevant to this section.  

The results suggest that OC correlates positively with ATC.  This implies that the 

participants who perceived their OC to be positive (indicative of high clan, adhocracy, 

market and hierarchy culture), were likely to think, feel and act positively towards 

unfolding changes. These results correspond with those of a previous study by Belias 

and Koustelios (2014), who found that OC had a strong influence on employees’ 

behaviour and attitudes. It is notable that even though the studies were conducted in 

these different geographic locations (South Africa and Greece), both studies yielded 

similar results. 
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The clan culture correlated positively with overall ATC. This implies that the 

participants who perceived their organisation to be a friendly workplace, where 

emphasis is placed on human factors such as teamwork, empowerment and human 

relationships, are likely to demonstrate positive feelings and be predisposed to act 

accordingly towards organisational change. These results correspond with those of 

previous studies by Vance (2006). Participants who perceived their organisation as a 

friendly and supportive employer, as evidenced by a pleasant work environment geared 

to motivate productivity, also believed that their organisation would be equipped to 

manage an effective change process.  

The results of the study also indicate that the adhocracy culture correlated 

positively with overall ATC. This implies that participants who perceive their organisation 

to be a dynamic workplace with an entrepreneurial and creative environment, were likely 

to adapt rapidly and to be actively involved in the organisational change process. These 

results mirror those found in a study by Dirisu et al. (2018). It is interesting to note that 

these two studies were done in different sectors (the government and hospitality sectors 

respectively), yet the results are similar. 

There is an indication that the more established the hierarchy culture is, the 

stronger the commitment of employees toward organisational change will be. The result 

showing that participants, who perceive their organisation as well formalised, structured 

and focused on following procedures and regulations, are likely to be cognitively, 

affectively and behaviourally committed to the organisational change process, explains 

this. This result is consistent with the previous study by Yousef (2016) who found that 

OC and JS related to ATC.  
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The market culture was found to correlate positively with ATC. This implies that 

participants who perceived that people in the organisation were focused on the 

customer, were likely to be well prepared to handle change. These results are consistent 

with those of the previous studies by Yousef (2016).  

According to the results, OC correlates positively with JS. This means that the 

participants who experience a positive OC (indicative of the clan, hierarchy, market and 

adhocracy cultures) are likely to be satisfied with their working conditions. These results 

are consistent with those of recent studies by Saha and Kumar (2018), who found that 

OC related positively with overall JS.  It is interesting to note that the results between 

these studies are similar. Each of these studies were conducted in different countries, 

within different sectors, and with differences in sample characteristics. This is an 

indication that these geographical, cultural, sectoral and sample differences have limited 

impact on the outcomes of the relationship between the variables under study. 

5.4.4 Empirical Aim 2: Interpretation of the Correlation Results 

Empirical Aim 2 was to determine the statistical nature of the relationship between 

JS and ATC in a sample of employees in a SAPGO. 

Table 5.9 is relevant to this section. 

JS correlated positively with overall ATC. This implies that the participants who 

perceive working conditions and the reward system as positive and who are given the 

opportunity to be considered for promotions, are likely to be cognitively, affectively and 

behaviourally prepared to involve themselves in the change process. These findings are 
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consistent to those of previous studies by Carter and Varney (2018), who indicated that 

satisfied employees are likely to embrace the change process.  

5.4.5 Empirical Aim 3: Interpretation of the Multiple Regression Results 

Empirical Aim 3 was to determine whether OC and JS significantly and positively 

predicted ATC. Multiple regression analysis was used to determine this.  

5.4.5.1 Organisational culture as a predictor of employee attitude towards 

organisational change. Table 5.9 is relevant to this section. The research was initially 

aimed at determining whether OC positively and significantly predicts ATC. The results 

of this study show that OC and JS do in fact predict ATC. The scores attributed to market 

culture, clan culture and adhocracy contributed the most to explaining the variance in 

ATC. This implies that perceptions of market, clan and adhocracy cultures are 

associated with high levels of overall ATC. It should be noted, however, that even 

though the adhocracy culture displayed significant correlations with ATC, it was found 

to not be a significant predictor when entered into a multivariate analysis. Market and 

clan cultures explained the biggest variance in ATC. The results were consistent with 

two previous studies by Coronel-Molina (2009) and Singh and Gupta (2018), who found 

that ATC is significantly predicted by OC. The consistency in results between these 

studies indicate OC and ATC are universal phenomena that extend beyond 

geographical boundaries, demographic characteristics of samples or the time in which 

these studies were conducted. 

The market, clan, hierarchy, and adhocracy cultures predict the cognitive 

component of ATC, as per the results. The results indicate that employees who perceive 

that their organisation emphasises external cohesion with customers, a friendly 



131 

 

 

atmosphere, personal involvement, a cooperative working environment and a flexible, 

adaptive and risk-rewarding environment, will more likely think favourably about change 

and perceive the organisation as having the ability to effectively manage change 

processes. These results align with those of previous studies conducted by MacIntosh 

and Doherty (2010). The studies utilised different measuring instruments and were done 

10 years apart, yet still yielded similar results, which is interesting to note.  

The market and clan culture were found to be aligned with a high level of the 

affective component of attitude. This implies that employees who perceive the 

organisation as oriented toward the external environment and who recognise the 

importance of positive cohesion and a welcoming work environment, were more likely 

to be enthusiastic for organisational change to occur. The results are consistent with 

those of Saha and Kumar (2018), who found that the market, as well as the clan culture, 

influence employees’ behaviour and attitude towards organisational change.  

The findings also indicate that the clan and market cultures are associated with 

high levels of behavioural constructivism, suggesting that employees who perceive  their 

organisation to be family-like with shared values coupled with a focus on customer 

needs and where they are involved in the change process, are more likely to be 

convinced that the changes that are initiated, would be advantageous for all concerned. 

The results correspond with those of previous studies by Denison et al. (2014). The two 

studies were conducted in different industries and made use of different measuring 

instruments. They yielded similar results however, indicating that OC and employee 

attitude towards change are indeed universal phenomena, and that one may draw 

inferences from various studies and contexts when researching these constructs.  
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5.4.5.2 Job satisfaction as a predictor of employee attitude towards 

organisational change. Table 5.10 is relevant to this section. This aspect of Aim 3 

attempted to determine if JS positively and significantly predicts ATC. The results 

revealed that JS predicts ATC in relation to how employees think, process information 

and develop assumptions and conclusions regarding proposed changes. This is 

supported by the finding that JS explained the most variance in relation to the cognitive 

component of ATC. This implies that perceptions of pleasant working conditions, a good 

reward system and opportunities for promotion are associated with favourable thoughts 

and an open mind towards organisational change. Whilst JS correlated significantly with 

overall ATC, as well as the cognitive, affective and behavioural components of ATC, 

when entered into a multivariate analysis, it showed that JS predicted only the cognitive 

component of ATC. The results are consistent with those of a previous study by Giauque 

(2015), who found that JS influenced ATC.  

Whilst there are many similarities between this study and others previous studies 

that have investigated OC, JS and ATC, this study has taken a step further in the 

investigation of the constructs. It was found that the market and clan cultures have a 

stronger relationship towards organisational change in relation to employee attitude 

than the hierarchy and adhocracy cultures. The study also proved that JS has a strong 

influence only on the cognitive component of ATC.   

5.5  Chapter Summary 

This chapter presents the results of the statistical analysis performed on collected 

data, which includes a discussion on the correlations and multiple regressions. The 
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results of the study are interpreted and explained in a concise manner. The following 

empirical research aims were achieved:  

Aim 1 attempted to determine the statistical nature of the relationship between 

organisational culture and employee attitude towards organisational change. 

 Aim 2 attempted to determine the nature of the statistical relationship between job 

satisfaction and Employee Attitude Towards Organisational Change.  

Aim 3 attempted to determine whether organisational culture and job satisfaction 

predict employee attitude towards organisational change.  

Chapter 6 is a discussion of the conclusions drawn from the results, the limitations 

of the study, and presents recommendations for future research. 
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Chapter 6 

Conclusions, Limitations and Recommendations 

In this chapter, conclusions of the study are drawn and limitations and 

recommendations for future research are discussed. The chapter begins with the 

conclusions based on the literature review and the empirical study. Thereafter, the 

limitations of the study are discussed and recommendations for future research are 

made. 

6.1  Conclusions 

Conclusions are reached in the following sections: conclusions in terms of the 

specific literature aims as set out in Chapter 1 and conclusions in terms of the specific 

empirical aims obtained in the present study. 

6.1.1 Conclusions Regarding the Primary Aim of the Study 

The primary aim of this study was to examine whether a relationship exists 

between organisational culture (OC), job satisfaction (JS), and employee attitude to 

organisational change (ATC) in a South African provincial government organisation 

(SAPGO). 

The primary aim of this study was met. Through the literature review and empirical 

study, it was concluded that OC, JS, and ATC are positively and significantly related 

concepts. In this study’s application of Cameron and Quinn’s (2009) model, it became 

apparent that OC (clan, market, adhocracy, hierarchy) is related to ATC and JS. By 
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applying Herzberg’z (1959) two-factor model this study also concluded that JS is related 

to ATC. An OC that is positive and ensures continuous alignment of employee and 

organisational values creates an atmosphere that allows for employees to experience 

JS. Through the application of Spooncer’s model of attitude it was found that these 

satisfied employees then hold a positive attitude (cognitively, affectively and 

behaviourally) towards proposed organisational changes.  

The empirical study revealed that clan and market cultures predicted all three 

components of ATC − the cognitive component, behavioural component, and affective 

component. Hierarchy culture, however, predicted only the cognitive component and 

although adhocracy culture correlated with ATC, it did not play a significant role in 

predicting it.  

The empirical study also suggested that whilst JS strongly correlated with ATC, it 

only predicted the cognitive component of ATC. The prediction in the theoretical 

integration was thus partially supported. This research contributed new knowledge and 

a deeper insight into the relationship between OC, JS and ATC in a South African 

provincial government environment. 

6.1.2 Conclusions Regarding the Specific Literature Aims of the Study  

The specific literature aims of the study were as follows:  

Aim 1: To conceptualise the construct of organisational culture and job satisfaction. 

 Aim 2: To conceptualise the construct of employee attitude towards 

organisational change.  
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Aim 3: To integrate the theoretical relationship between organisational culture, job 

satisfaction and employee attitude towards organisational change.  

The aims of the literature study were achieved through the conceptualisation of 

the independent variables (OC and JS) and the dependent variable (ATC), followed by 

a theoretical integration of the variables. 

6.1.2.1 Conceptualisation of organisational culture and job satisfaction. 

The aim of conceptualising OC and JS was achieved and is presented in Chapter 2 of 

this study. From this conceptualisation, the researcher drew conclusions regarding both 

concepts.  

Based on the literature, OC is a dominant behavioural pattern among organisation 

members, which is formed based on individual values, beliefs and habits that are 

accepted by the majority of employees (Ostad, 2011). OC plays a vital role in the 

success or failure of an organisation (Bergh, 2011; Mullins & Christy, 2013). It is the 

basis upon which activities, tasks, assignments, or the expected outcomes or goals of 

the organisation are achieved. OC is not a singular concept, as organisations are made 

up of various subcultures or a blend of different types of cultures (Mullins & Christy, 

2014).  

OC has been proven to directly impact employees who function within the 

boundaries of a specific organisation. Consequently, they are required to adapt to the 

way of doing business assigned to them (Bergh, 2011). OC influences the way 

employees react to organisational initiatives, goals, and objectives. These reactions 

could be negative, resulting in implications for both the organisation and its employees 

(Schein, 2010). 
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JS is a person’s emotional response to their job (Mafini & Dlodlo, 2014). JS has 

also been described as the general attitude of an individual towards their job (Drucker-

Godard et al. 2015). The most used definition of JS in organisational behaviour and 

studies is that of Locke (1969), who defined JS as a pleasurable or positive emotional 

state resulting from the appraisal of one’s job or job experiences. JS is positively linked 

to OC and ATC (Yousef, 2016). Lumley et al. (2011) explored the relationship between 

employees’ JS and organisational commitment in South Africa. They found significant 

connections between JS and affective and normative commitment. Similarly, Giauque 

(2015) found that the antecedents and outcomes of ATC proved that JS significantly 

and positively affected organisational commitment and attitude towards organisational 

change.  

6.1.2.2 Conceptualisation of ATC. The aim of conceptualising ATC was achieved 

and is presented in Chapter 3 of this study. From this conceptualisation, the researcher 

drew conclusions regarding the concept.  

Organisational change may be conceptualised as the need for businesses to 

reassess and change their strategies, operations, functions and behaviours on a regular 

basis (Cummings & Worley, 2015). Organisations, in the light of increasing demands to 

remain competitive, are obligated to utilise appropriate technology so that they may 

conduct their business activities and civil services in different and innovative ways 

(Cummings & Worley, 2015). 

Attitude may be conceptualised as a construct representative of an individual’s 

degree of like or dislike of an item (Shah & Marchionini, 2010). This implies that an 

employee’s attitude is related to the degree of like or dislike they demonstrate toward 
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their job (Chowdhury & Salam, 2015). This also encompasses the employee’s attitude 

to other aspects of the organisation wherein they function (Chowdhury & Salam, 2015). 

Attitudes can also be seen as the generally positive or negative views of a person toward 

a specific place, object or event; these views are often referred to as attitude objects 

(Jain, 2014). ATC is therefore described as the positive or negative view of an ATC and 

initiatives. 

6.1.3  Conclusions Regarding the Specific Empirical Aims of the Study 

The first specific empirical aim of the study was: 

Aim 1: to determine the statistical nature of the relationship between organisational 

culture and employee attitude towards organisational change.  

The empirical results provided support for research hypothesis Ha1. The overall 

conclusions that were drawn are discussed next.  

Using Cameron and Quinn’s model of OC, and Spooncer’s model of attitude, it 

was found that participants who perceived their OC to be positive, seemed to have a 

higher level of cognitive, affective and behavioural components of ATC. This means that 

participants who were comfortable with and aligned to their OC, were likely to think, feel, 

and act positively towards organisational change.  

Clan culture is associated with the cognitive, affective, and behavioural 

components of ATC. This implies that participants who considered their organisation as 

having a friendly working environment and a family-type structure that promotes 

harmony and participation were likely to collaborate in supporting any occurring change 

in their organisation. 
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Adhocracy culture is associated with cognitive, affective, and behavioural 

components of ATC. This suggests that employees who appreciate creativity and 

flexibility were likely to positively shape their attitudes towards change in their 

organisation. 

Market culture is associated with cognitive, affective, and behavioural components 

of ATC. This means that participants who considered their leaders to be goal-oriented 

and focused on their customer’s needs, were likely to think, feel, and behave positively 

towards proposed organisational changes.  

Hierarchy culture is associated with the cognitive, affective and behavioural 

components of ATC. This implies that participants who perceive their leaders to promote 

stability, control, and smooth and predictable operations, were likely to be positive 

towards organisational change. 

The second specific empirical aim of the study was: 

Aim 2: to determine the statistical nature of the relationship between job 

satisfaction and employee attitude towards organisational change. 

The empirical results provided support for research hypothesis Ha2. The overall 

conclusions that were drawn are discussed next.  

JS is related to the cognitive, behavioural, and affective components of ATC. This 

was found through the application of Herzberg’s (1959) model of JS. This implies that 

participants who perceived their working conditions to be positive and expressed 

working in a positive atmosphere with their colleagues, were likely to think, feel, and act 

positively towards organisational change. 
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Conclusion: OC, JS, and ATC are positively and significantly related. 

The third specific empirical aim of the study was: 

Aim 3: To determine whether organisational culture and job satisfaction positively 

and significantly predict employee attitude towards organisational change.  

The empirical results provided partial support for research hypothesis Ha3. The 

overall conclusions that were drawn are discussed next. 

Market culture plays an important role in explaining the cognitive component of 

ATC. Participants who perceived positive and high market cultures, indicative of an 

environment that emphasises customer needs and requirements, were likely to be 

cognitively prepared to be involved in the change process.  

Clan culture and market culture play an important role in explaining overall ATC. 

Participants who perceived their work environment to have a clan culture or market 

culture, were likely to be positive and willing to accept change processes.  

Participants who perceived the organisation to have high levels of clan and market 

cultures, also held a higher level of the affective and behavioural components of ATC. 

This implies that employees who perceived their organisation to emphasise shared 

values, the common good, and an external orientation toward its customers were likely 

to feel and act positively towards change.  

Participants who perceived the organisation to have high levels of hierarchy culture 

had a higher level of the cognitive component of ATC. This implies that employees who 

perceived their organisation to emphasise rules, order, smooth operations, efficiency, 
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and predictability were likely to process information regarding changes positively and, 

therefore, also have positive assumptions and thoughts regarding those changes. 

Conclusion: The clan and market cultures positively and significantly predict the 

cognitive, affective and behavioural components of ATC. The hierarchy culture 

positively and significantly predicts the cognitive component of ATC. 

The empirical results provided partial support for the research hypothesis Ha4. 

The overall conclusions that were drawn are discussed next. 

JS plays an important role in explaining the cognitive component of ATC. 

Participants who have positive working conditions, including a good reward system 

and opportunities for promotion, were likely to have a higher level of the cognitive 

component of their attitude towards organisational change. This implies that employees 

who are satisfied with their jobs have a favourable mental disposition towards 

organisational change. 

No association was found between JS and the affective, behavioural and overall 

components of ATC, which implies that participants who experience JS do not 

necessarily feel and act favourable towards organisational change. 

Conclusion: Overall, JS positively and significantly predicts the cognitive 

component of ATC, which implies that employees who are satisfied with their jobs 

process information regarding organisational change positively but do not necessarily 

feel and act positively towards organisational change.  
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Discussion 

A positive OC that has in place formal structures, policies, and procedures and 

that promotes flexibility is positively related to JS (Denison et al., 2014). The results of 

this research support this notion and further suggests that an OC that promotes 

flexibility, the well-being of employees, shared values, common objectives, and a 

balance between internal employee focus and external customer focus is likely to 

manifest in a satisfied workforce, albeit at the level of cognition about proposed 

organisational changes. 

OC has been described as the control mechanism that guides employee 

behaviours and shapes organisational decision-making: affecting work-related attitudes 

such as change readiness, employee participation, JS, absenteeism, and reduced 

intention to quit (Alas & Vadi, 2003). The results of this research support previous 

research and proves that OC, JS, and ATC are positively and significantly related, and 

that OC and JS are predictors of ATC within a SAPGO. 

Whilst Yousef (2016) found that cognitive, affective and behavioural components 

of employee attitude were influenced by JS, in this research it was found that JS 

influenced only the cognitive component of ATC. 

6.2  Limitations of the Study 

The limitations of this study concerning the literature review and the empirical 

study are discussed below. 
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6.2.1 Limitations of the Literature Review  

The literature review of this study references a number of classic and more recent 

studies. Various models and theories are mentioned, but due to methodological and 

paradigmatic boundaries not all were used. By excluding certain models and theories, 

the full extent of the literature review was not entirely realised. However, the research 

conducted on the relationship between OC, JS, and ATC produced adequate results to 

achieve the research objective. 

6.2.2  Limitations of the Empirical Study  

The empirical study presented in this research made use of instruments that are 

self-reported and may be considered subjective and biased. Due to factors such as the 

sample size and the psychometric properties of the OCAI, JSQ and ATCQ, the results 

obtained were limited to the ability to generalise and make recommendations. 

The study was limited to 152 employees working in the SAPGO. Convenience 

sampling was used and therefore the results of this study cannot be generalised to the 

entire population or other public sector environments. This study, being cross-sectional 

in nature, excludes clarification of causation as the correlations between the variables 

were interpreted rather than established. The adapted version of the JSQ may have a 

negative impacted the measurement of the full construct of JS. The study also did not 

explore the influence of biographical variables on the OC, JS and ATC. 
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6.3  Recommendations 

The next section provides recommendations for future research. 

Recommendations were made based on the consolidation of the results and 

conclusions of the study. 

6.3.1 Recommendations for the Field of Industrial and Organisational 

Psychology 

Industrial and organisational psychologists scientifically study human behaviour in 

the workplace. They apply psychological principles and research methods to find 

solutions to issues in the organisation (American Psychological Association, 2020). 

Some of these solutions focus on improving individual, group, and organisational 

functioning, which includes leadership behaviour, OC, JS of employees, and change 

management. 

It is recommended that industrial psychologists take cognisance of not only the 

relationship between OC, JS, and ATC but also this study’s indication that OC and JS 

are predictors of ATC. It is presumed that when creating OC transformation and other 

change management strategies, this understanding may aid organisations in assisting 

employees to effectively transition from a current to a desired state and reducing change 

resistance. This may result in the effective achievement of organisational objectives.   

6.3.2 Recommendations for Future Studies 

According to Schwab (2019), employees around the world will on average need 101 

days of retraining and upskilling between 2019 and 2022. The researcher therefore 

recommends that future studies make human resource development the focal point of 
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growing a positive OC. A further recommendation is to also consider a conducting similar 

study which considers the influence of biographical variables on the constructs as well 

as a focus on unplanned change resulting from external change forces. An investigation 

of the impact of OC on employees’ ability to deal with volatility, uncertainty, complexity 

and ambiguity due to continuous change, may also prove beneficial. 

6.4  Chapter Summary 

This chapter focuses on the conclusions following analysis of research data. It 

provides the limitations of this study and recommendations for future research into 

developments within the field of industrial and organisational psychology. The limitations 

are discussed with reference to the literature review and empirical study. In this chapter, 

Aim 4 of the empirical study is achieved: to make recommendations for future research in 

the field of industrial and organisational psychology. 
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