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Abstract

The main purpose of this study is to determine employees' attitudes within the new
infonnation technology system environment in Hatari Electric Co., Ltd. and the
distribution of career orientations among employees in both organizations. This study
was conducted in Hatari Electric Co., Ltd. A total of 114 employees were selected as
the sample for the study. This study employed a survey methodology to examine the
relationship between the independent variables (change management factors leadership characteristics, communication, training, and reward) and the dependent
variable (employees' attitudes with in the information technology system environment).
The research instrument used was a questionnaire to collect data from the organization.
The statistical test that was carried out was Pearson's Correlation Coefficient test.

From the study, change management factors, which consist of leadership characteristics,
communication, training, and reward system, show a positive correlation with
employees' attitudes within the information technology system environment. So the
change management factors are the significant factors affecting the attitudes of
employees. Any plan to introduce change in the organization should take these four
factors into account in order to avoid any resistance from employees.

This study suggests that organizations should focus on supervisors' role in
organizational change, communication in the change environment, training and
development, and reward systems in organization which will provide better insights
benefits to these areas, and will create higher attitudes for employees within the change
environment in the organization.
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Chapter 1
Generalities of the Study

1.1 Introduction of the Study

Moving into the 21st century, there is change everywhere. The reality of yesterday
proves wrong today, and nobody really knows what will be the truth tomorrow. The
world is moving rapidly, so it is critical for a company to stay competitive in severe
business competition in order to survive in the business.

Change is a part of life. Change has intrigued, scared, excited, and mystified us for
many centuries and continues to challenge individuals from all walks of life. In recent
years within a business context, however, the term "change" has also become
synonymous with upheaval and chaos (Pritchett, 1996). In consequence, it has become
critical for companies to understand how to better manage and cope with change. A
number of authors have stated that in todais work environment successful change can
be considered to be an important organizational goal (Nadler and Shaw, 1995; Pfeffer,
1994).

Change management is needed in order to survive in the current business environment;
a company needs change as part of their business activities. It is inevitable in the fast
and ongoing change of today's business world.

Nearly all authors who have contributed to the change literature have placed great
importance on human factors as being critical to the ultimate success of an
organization's change efforts and especially in situations of revolutionary change. The
need to understand revolutionary change better is particularly crucial today as dramatic
alterations are underway in the economic, technological, psychological, social, scientific
and medical realms that surround our lives (Gersick, 1991). "Turbulent times demand
different responses in varied circumstances" (Dunphy and Stace, 1993, p. 905).
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How can we, as individuals, as well as organizations, prepare ourselves for an uncertain
future? Change management is empowering organizations and individuals to take over
their responsibilities for their own future. Change has become a critical issue in an
organization that wants to maintain or sustain their success. This study focuses on the
relevant factors of change in an organization that affect employees' attitudes within the
information technology environment.

Information Technology and the Changes

Kieman's research paper (1995) mentioned that in recent times, technology has become
an ever-increasing presence in the workplace and it is one of the hot topics in the
business world. More and more businesses, large and small, are trying to incorporate the
latest technology into their operations. This notion is backed by the fact that the popular
business publications now have technology sections, and information systems
depai1ments are becoming critical components of most organizations. The appeal of the
whole information technology arena is designed to make people and organizations more
knowledgeable, efficient, and profitable.

Information technology has had a wide range of impacts on the management of
organizations. As the adopted technology improved a technical vantage point, managers
witnessed changes in organizational life and ways of doing business that has
transformed their thinking about what it means to manage effectively and efficiently
(Szewczak, Snodgrass, and Khosrowpour, 1991).

The rapid technological developments in computers, telecommunications, and office
automation also contribute to an increased rate of change within society as a whole
(Drucker, 1985; Naisbitt, 1983; Toffler, 1980). Thus, while technological advances
permit organizations to develop increasingly sophisticated information system, the
environmental changes brought about by these advances compel organizations to
continually improve their information system capabilities in order to remain competitive
(Szewczak et al., 1991).
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In today's competitive environments, an important requirement for organizations is to
identify and implement new systems and technologies for improving productivity.
Survival of organizations is increasingly dependent upon their ability to adopt changes
to take advantage of new technologies and management concepts (Ramamurthy, 1995).

On a daily basis, we all interact with infonnation systems both personally and
professionally. As more people have come to rely on information systems in personal
and professional capacities, spending on information systems has grown dramatically. In
the future, we will depend on information systems even more. Knowing the potential of
information systems and having the ability to put this knowledge to work can result in a
successful personal career, organizations that reach their goals, and a society with a
higher quality of life. Computers and information systems are constantly changing the
way organization conduct business. Today, we live in an information economy. Systems
based on computers are increasingly being used as a means to create, store, and transfer
information. Computers and information systems will forever change our society, and
businesses, and our lives (Stair, 1996).

The importance o f organizational concepts and processes must b e taken into account
and supported by effective information systems. As we have seen, business
organizations use information systems for a number of purposes. The use of information
systems by business organizations is strongly influenced by the organizational structure
and the way in which particular businesses seek to achieve their goals through problem
solving or opportunity attainment. (Stair, 1996)

It is widely acknowledged that information technology will revolutionize organizational

life. Computer integrated manufacture needs dramatic changes in the work roles of
people in production units. The information technology does not produce benefits
independently: it needs people to exploit its capabilities before it produces
organizational benefits. It is necessary to ensure that the employees are both willing and
able to use the technology. If they are confronted by a system they have difficulty in
using or one that devalues the work they do, their response can be, and is, to reject the
system (Eason, 1995).
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Through implementing IT, organizations not only increase process efficiency, they also
change the locus of knowledge. In the eyes of many managers, this equates to changing
the locus of power. If implemented in its most productive fashion, IT provides line
employees with the data to perform their jobs more effectively and make decisions on
job changes. In addition, IT changes the time dimension of many communication and
work processes by providing global communication networks that cross multiple time
zones and by increasing the turnaround time of production and feedback data. This, in
tum, provides employees with considerably more information on a more frequent basis.
Coping and intellectual skills to handle these changes in information flow are critical
(Thach and Woodman, 1994).

There are many difficulties in implementing new technologies. These can be technical
and behavioral. The technical problems can be solved easily with appropriate resources.
On the other hand, behavioral problems are difficult to diagnose and even more difficult
to resolve. Once employees' attitudes are set, they are difficult to change. Behavioral
problems may involve employees who do not use a system because they are unable or
unwilling to adjust to a change in their jobs, work relationships, or organizational
environment that results from the new system. They also referred that in studying
implementation

some researchers

focus

on

factors

that

inhibit

or

support

implementation, which are top management support, employee participation, training,
and implementation approaches (Joshi and Lauer, 1999).

1.2 Research Objectives
The mam objective of this study is to find out the relationship between change
management factors and attitudes of employees within the current information
technology environment.
Specifically, the objectives of this study are to:
•

Identify the employees' attitudes toward the current information technology
system environment in Hatari Electric Company Limited.

•

Determine the correlation between employees'

attitudes within current

information technology system environment and change management factors;
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•

Determine factors, which most likely affect employees' attitudes.

1.3 Statement of the Problem
Since the change management program was already implemented in the company in the
beginning of 2002, it will be useful for the company to know employees' attitudes. Due
to the change in the working environment, infom1ation technology system, the
organization depends to a great extent on its ability to attract, develop, utilize and retain
positive attitudes of employees.

If employees feel dissatisfied with the work

environment, for instance, the organization may fail to change. Knowing and
understanding employees' attitudes will help the company solve the problem of losing
valuable assets and manage them more effectively and efficiency.
Thus, in this study, the researcher wishes to determine the relationship between relevant
factors of change management and the attitudes of employees in the working
environment-information technology ofHatari Electric Co., Ltd.
Generally, this study intends to provide answers to the following questions:
•

What are the attitudes of the employees towards the current environment of
information technology system?

•

Is there a relationship between the attitudes of the employees in the current
information technology system environment and change management factors?

1.4 Scope of the Research
The scope of this study focuses on the relevant factors of change management and
employees' attitudes toward the current information technology system enviromnent in
Hatari. The change of the information technology system was implemented since the
beginning of 2002. There are many factors, which are involved in change management
but in this study, the researcher focuses on the four factors, namely Leadership
Characteristics, Communication, Training, and Reward.

5

1.5 Limitations of the Research

•

The study is limited to Hatari Electric Co., Ltd. only.

•

The study is limited to the technological change in the company only.

•

The respondents are people who work in the departments of Accounting and
Finance, P ersonnel and General A ffairs, S ales and Marketing, Purchasing and
Sourcing, Research and Development, Logistics, and Quality Assurance.

•

The respondents are staff who are familiar with the new information technology
system.

1.6 Significance of the Study

\"
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The consequence from this research investigation anticipates to support Hatari's senior
and middle management especially in the information technology change to adjust or
improve their strategies. The senior and middle management will be more understanding

-

with their employees' attitudes.

The findings of this study will contribute to the enhancement of the field of human
resource development in Hatari Electric Co., Ltd. and any other organizations that
wishes to apply this study in their organization. Besides, this study will also provide
insights for all organizations into finding and acknowledging the differences among
their employees, thus, giving them better ideas about change management in their
organizations.

1. 7 Definition of Terms
Attitude is a learned predisposition to respond in a consistently favorable or
unfavorable manner with respect to a given object (Fishbein and Ajzen, 1975).

Change

management means defining

and

implementing procedures

and/or

technologies to deal with changes in the business environment and to profit from
changing opportunities (TechTarget, 2002).
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Communication is the essence of human life, which allows expression of individual
needs, feelings, thoughts, personal achievement, opportunities for self definition, and
interaction with others (Current Issues, 2002).

Information Technology is a basic productive resource, which is used to reduce cost
and improve cost performance, to create new revenue, to make production more
efficient, to make workers more productive by creating synergy between different
functions in an organization (Benjamin and Levinson, 1993).

Leadership is the key dynamic force that motivates and coordinates the organization in
the accomplishment of its objectives (Dubrin, 1997)

Organizational Change is an alteration in people, structure or technology' (Robbins,
Waters-Marsh, Cacioppe, and Millett, 1994, p. 381).

Resistance is numbness of denial and the beginning of self-doubt, anger, depression,
anxiety, frustration, fear or uncertainty because of the change (Scott and Jaffe, 1994).

Reward is something given in return for a good thing done, a service rendered, or some
merit earned and punishment for a wrong or wrongs committed (Crosswalk.com, 2002).

Training means the activities, which are designed to improve human performance on
the job (Flippo, 1961).
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Chapter 2
Literature Review

This chapter contains a literature review of the two main variables in this study, namely
relevant factors of change management and employees' attitudes.

Change is constant and often uncomfortable, and history proves it. Most companies can
identify when change is needed. They form teams to reengineer processes and introduce
new enabling technologies. But why does change sometimes fail to produce the
intended consequence? Too often, the people being affected by the changes are ignored.
So if the companies want change to yield the desired result, they need to take time to
understand people and develop strategies to address this critical component of change.

This thesis focuses on the relevant factors of organizational change and how these
factors relate with employees who are going through revolutionary change. The relevant
factors for change management comprise of leadership characteristics, communication,
training, and reward.

Change is further complicated as it does not always produce a direct adjustment. Each
employee's attitude produces a different response that is conditioned by feelings towards
the change (Clark, 2002).

Most companies can identify when change is needed. But why does change sometimes
fail to produce the intended consequence? Too often, the people being affected by the
changes are ignored. The people are less predictable and any change will spark some
sort of emotional reaction. Understanding how an organization can best support its
employees throughout the change process is very important.

The employees will face a newly proposed organizational change and they might not be
able to find the change process correctly. So the responses of employees to the proposed
organizational changes might be both desirable and undesirable. Employee would be
8

more willing to share their reflections with managers upon the introduction of
organizational change.

An important assumption in management is that employees' attitudes and reactions to

organizational change are associated with company performance. Attitude is considered
as a way of thinking, feeling and behaving. So it is important to examine the employee
responses to change and the need to understand responses to the change. Within this
view, resistance to a change is represented by the set of responses to change that are
negative along all three dimensions: cognitive, affective, and behavioral. The support
for a change is represented by the set of responses that are positive along all three
dimensions. To understand the employees' attitudes toward change is very useful for
the organization to implement that change.

The clear explanations of change management, the relevant factors of the change, and
employees' attitudes are provided in the following.

2.1 Company Background

This study focuses on Hatari Electric Company Limited. The company was formed in
1971 with the main business being plastic injections for toy parts. The plastic injection

business for toy parts further expanded into fan parts. This was the beginning ofHatari's
association with the fan industry.

In the early 1980's, the company began the full manufacturing and marketing of fans
under the brand of "Hatari''. The product range was expanded to cover the whole fan
range, from 12" table model to 16" pedestal with remote control as well as different
sizes of exhaust fans.

The market was extended beyond Thailand to reach USA and other Asian countries
such as Singapore, Hong Kong, Philippines, Malaysia, Lao, Vietnam, Sri Lanka, and
Middle East, etc. The organization was developed and evolved along the functional line
ofR&D, Manufacturing, QC, Sales and Marketing.
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In 1996, the company relocated the new factory to the Southern outskirts of Bangkok.
The factory supported plastic parts and the assembly of products. At the same time,
another factory was built in Prachinburi, which would support wire-guards and metal
parts.

In 1997, the company launched the new product family such as air cleaner, hot water
shower etc. The company also adopted ISO standard as the guide to improve and
maintain the product and service quality.

Hatari is now an international brand name in electrical appliances. The world is
changing as fast as the speed of computer technology. Every second is filled with new
excitements. The company is overwhelmed with information, which makes the world as
one single country with no boundary.

The company concerns itself with the improvement of society by having consumer
policies, which use ISO 9001 for standardizing the production line. Hatari wants to
manufacture and distribute standard and safe product that meet Thai Industrial
Standards, and to maximize customer satisfaction. To achieve the social and
environment improvement, the company also setup scholarship programs to sponsor
Mae-Fa-Laung University students, and some of the local secondary schools nearby the
company. The company also gives support on a "Drug free community" project in
conjunction with local police department.

The company also has an appropriate welfare to help and support employees such as
free lunch, free bus transportation, free unifom1, and overtime payment. Moreover, the
top management will give some necessity consumption for employees on special events
such as Father's day, and Mother's Day.

Vision

To be a Global Electrical Appliance Company with a variety of products and branches
around the world connecting to the main center using Internet.
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Scope and Mission

The company is in the business to supply products, which bring convenience, comfort
and safety to customers.

The company concerned with the importance of information technology so the company
decides to implement new information technology system to replace the previous
working system.

The company will develop the information technology system to achieve the highest
standard and improve efficiency of work.

SJ

The company will improve production efficiency to increase capacity and increase the
speed ofroutine reproduction by using the information technology.

The Organizational Change to Information Technology System
The company considers change as one of the most important features that the company
can use to stimulate improvement in overall company performance by integrating the
information systems to internal structural change. Since the organizations have to cope
with rapid changing environments, it appears that technology is a critical element of
organizational transformations.

There are no effective communication channels that are established in the company;
there are no open communication and extensive information sharing in the organization.
Therefore, it results in the employees working on their own, and lack of general
knowledge and information.

The company realizes that it seems to be a common theme that information systems will
change even more traditional supervisory relationships. Computer networks allow
people to communicate quickly, share ideas, and transfer infonnation without regard to
physical locations, or to a reasonable extent, even without regard to the temporal
dimension. Therefore, a supervisor will be able to monitor the activities of a larger
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number of subordinates without requiring them to report directly to him/her. The way
information system operates, is it efficiently to measures how many individuals or teams
a supervisor can effectively manage. Main makes the point that such spans will give
way to "spans of communication" which defines the number of people that an executive
can reach through a good information system. There is a prediction that such an
executive could supervise hundreds of empowered individuals and groups. It is
important to note that interdependence of people and technology comes up in the form
of empowerment. Obviously, such relationships would not be possible under traditional
job limitations, but through empowerment of employees, such a stage can be
appropriately set. This implies that the employees are well trained in the technology and
they understand the direction taken by the organization and their role in it. Thus the
informal organization is also affected because now the culture is changing, that is
employees have more authority and self-direction. The company hopes that in the
future, employees in the new information-based company will know what they have to
do without a flock of vice-presidents feeding them information and orders.

In implemei1ting the change, the company has to deal with the employees because they
are fear and resist the change. Human beings are the most important determinants of the
success or failure of the organizational change process.

According to the efficiency of work in the organization, the company has analyzed the
main reason, which can improve efficiency of work by putting a new information
technology system into the organization. The company plans to integrate a new system
with the old system but at the beginning of the implementation, both systems have to
run in parallel. Before the new system overtakes the old system, the company has to
make sure that the new system can improve the efficiency of work. The company should
run a pilot site on one department first, which is the accounting department. The reason
for choosing this department as the pilot site is because employees have computer skill
and there is valuable information to be kept properly. The company should realize that
when there is change, there might be some resistance. The company should therefore
decide to announce the change throughout the company. The managers should set up
meetings with all departments to communicate the plan and the vision of the
implementation. If the employees have a clear understanding of the change, it will
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reduce the impact on resistance. With a positive attitude and no resistance from
employees on change, the change will be successful.

The company has to provide training to employee for the new system before the
implementation. Because there are some major changes of work in the department, it
would be better if the employees understand what they are going to do. In the old
system of work, the company use standalone computers, which can only work
individually. When the employees want to share or collect data, they have to print out
the data or save it to a disk before proceeding to the next step. This process takes time,
resources and may lead to some errors. Due to this unprofessional technology, the
company decides to implement the new intranet networking system. The benefit for
doing the new system is time and resources saving. The employees can save information
on their own computers and share the information with others via networking. In the
networking system, there is a database server to collect all the information. The database
server can prevent the lost of data and can ensure the integrity of information.

.,_..
2.2 Definitions and Concepts of Change Management

-

Change management is a systematic approach to dealing with change, both from the
perspective of an organization and on the individual level. For an organization, change
management means defining and implementing procedures and/or technologies to deal
with changes in the business environment and to profit from changing opportunities.
(TechTarget, 2002)

Change management is a structured process that will require changes to be reviewed for
technical and business readiness in a consistent manner that can be relaxed or tightened
to adjust to business needs and experiences. Change management could involve a
database to help staff make b etter decisions a bout future changes b ased on historical
data such as success or failure of similar changes. Change management is a structured
process that will communicate the status and existence of changes to all affected parties.
Change management could yield an inventory system that indicates what and when
actions have to be taken for those that affect the status of key resources, as an aid in
problem determination or resource management (UITS, 2002).
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Major change efforts have helped some organizations adapt significantly to shifting
conditions, have improved the competitive standing of others, and have positioned a few
for a far better future. But in too many situations, the improvements have been
disappointing and the carnage has been appalling, with wasted resources and bumedout, scared, or frustrated employees (Kotter, 1996).

There a re many perspectives on what is involved in organizational change. It can be
broadly defined as ' ... making things different...' (Robbins, Waters-Marsh, Cacioppe and
Millett, 1994, p. 787) or, more specifically, defined as '... an alteration in people,
structure or technology' (Robbins et al., 1994, p. 381 ).

Theory of Kurt Lewin (1951)

Lewin's basic model of change leads to a whole range of insights and new concepts that
enrich change theory and make change dynamics more understandable and manageable.
He observed during the 1940s that a successful change includes three progressive steps.
The first step is to unfreeze the present pattern of behavior as a way of managing
resistance to change. Depending on the organizational level of change intended, such
unfreezing might involve, on the individual level, selectivity promoting or terminating
employees; on the structural level, developing highly experiential training programs in
new organization designs as a matrix management; or, on the climate level, providing
data based feedback on how employees feel about certain management practices.
Whatever the level involved, each of these interventions is intended to make
organizational members address that level's need for change, heighten their awareness
of their own behavioral patterns, and make them more open to the change process.

The second step, movement, involves making the actual changes that will move the
organization to another level of response. The individual lead to see people behaving
differently, perhaps demonstrating new skills or new supervisory practices. The
structural level expects to see changes in actual organizational structures, reporting
relationships, and reward systems that affect the way people do their work. Finally,
climate or interpersonal-style level expect to see behavior patterns that indicate greater
interpersonal trust and openness and fewer dysfunctional interactions.

14
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stage of the change process, refreezing, involves stabilizing or

institutionalizing these changes by establishing systems that make these behavioral
patterns 'relatively secure against change,' as Lewin put it. The refreezing stage may
involve, for example, redesigning the organization's recruitment process to increase the
likelihood of hiring applicants who share the organization's new management style and
value system. During the refreezing stage, the organization may ensure that the new
behaviors have become the operating norms at work, that the reward system actually
reinforces those behaviors, or that a new, more participative management style
predominates.

2.3 Studies Related to Factors of Change Management
2.3.1 Leadership

Bennis' definition of leadership is focused much more on the individual capability of the
leader: "Leadership is a function of knowing yourself, having a vision that is well
communicated, building trust among colleagues, and taking effective action to realize
your own leadership potential" (Bennis, 1940).

Daft and Lengel (1998) suggested that leadership must understand the changes. They
should limit themselves by relying on objectives and rational systems for change and
also fuse everybody's change together.

The importance of leadership to the change management process is underscored by the
fact that change, by definition, requires creating a new system and then institutionalizing
the new approaches. It is critical that the leader be a change champion who can
assemble and motivate a group with enough power to lead the change effort (Kotter,
1995).

Recent theoretical research has attempted to integrate change as a contextual variable
influencing transformational leadership (Pawar and Eastman, 1997). Such research
focuses on determining when organizations will be more receptive t<;> transformational
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leadership and the match between receptivity level and the actual transformational
leadership process.

A review of the literature on change oriented or outstanding leadership, which also
includes charismatic and visionary leadership (House, 1995), indicates that the
"majority of the approaches share the common perspective that by articulating a vision,
fostering the acceptance of group goals, and providing individualized support, effective
leaders change the basic values, beliefs, and attitudes of followers so that they are
willing to perform beyond the minimum levels specified by the organization"
(Podsakoff, MacKenzie, and Bommer, 1996, p. 260).

The importance of successfully enacting change is a critical issue facing today's
organizational leaders. The effective leader can lead people and the company to a high
ground and help the company to turnaround-troubled organization toward a state of
health (Dubrin, 1997).

The change management process is never employed effectively unless it is driven by
high-quality leadership, not just excellent management - and important distinction that
will come up repeatedly as we talk about instituting significant organizational change
(Kotter, 1996).

Change management literature emphasizes the importance of the leader in enacting
change. In organizations where change occurs frequently, the leadership style that will
produce the best results is one that can motivate followers to identify with the leader's
vision of the future and to sacrifice self-interests for the benefit of the organization as a
whole. Known as transformational leadership, the leader may also be charismatic and
somebody who the workforce trust in and emotionally identify with. Transformational
leaders engage in a process that includes recognizing the need for change, creating a
new vision and then institutionalizing the change. The leader must work at getting large
numbers of people involved in the process of change in order to avoid resistance
(Eisenbach, Watson, and Pillai, 1999).

As HR professionals are certainly aware, an organization's leader is key to the success
of any major change. I suggest you demonstrate the leader's support of the new structure
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in every way you can. Make sure your strategy contains overt demonstrations of your
leader's support of the new structure. The more your leader demonstrates passionate
support of the new structure, in actions and in words, the easier it will be for your
employees to accept the new change (Bellante, 1994).

Successful change requires a large commitment from executives and senior managers,
whether the change is occurring in a department or in a complete organization. A
change effort cannot be optional for senior staff, they must lead or get out of the way.
Senior leaders can do the following for successful change management by establishing a
clear vision for the change process, paying attention to the changes occurring. Focus on
progress and barriers. Establish a structure, which will support the change. Solicit and
act upon feedback from other members of the organization. Recognize the human
element in the change (Heathfield, 2002a).

Rouda and Kusy (2002) mentioned that effective change reqmres leadership with
knowledge, and experience in change management.

.,_..

-

Kotter (1990) emphasized that leadership is about coping with change, more change
always demand more leadership. He also described that leadership is important to
organizational change in a variety of ways. Good leaders always articulate the
organization's vision in a manner that stresses the values of the audience they are
addressing. This makes the work important to those individuals. Leaders also regularly
involve people in deciding how to achieve the organization's vision (or the part most
relevant to a particular individual). This gives people a sense of control. Another
important motivational technique is to support employee efforts to realize the vision by
providing coach, feedback, and role modeling, thereby helping people grow
professionally and enhancing their self-esteem. Finally, good leaders recognize and
reward success, which not only gives people a sense of accomplishment but also makes
them feel like they belong to an organization that cares a bout them. When all this is
done, the work itself becomes intrinsically motivating.

A survey of over 700 members of the Planning Forum (an international organization

focusing on strategic management and planning) revealed that in companies undertaking
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change fail to build support from line managers around 23.0% (The Human Side of
Change, 2002).

Theory of Andrew J. Dobrin (1997)

Dubrin referred that the most influential 1eaders in the workplace are those who can
transform the firm from poor to outstanding performance.

He described the characteristics and qualities of transformational leaders in six habits.
First, charisma is close in meaning to personal dynamism. Similar to personal
dynamism, a person can't become charismatic in one week. Nevertheless, if the
following lists of actions are practiced regularly a person will be perceived as
charismatic. The actions include use visioning, make frequent use of metaphors, inspire
trust and confidence, make others feel capable, be highly energetic and goal oriented,
express emotions and feelings frequently, smile frequently, and make everybody feel
that they are important.

Second, inspiration to others is important to exceed their initial expectations. People are
also inspired when they receive emotional support from leader. Techniques of emotional
support include making encouraging statements to a group member who isn't sure if he
or she can execute a difficult assignment, expressing sincere concern when a group
member is severely ill, listening to group members talk about work or personal
problems, and complementing a group member for outstanding effort as well as
outstanding results.

Third, individualized attention to people is another aspect of being a transformational
leader. A leader treats each group member as an individual and gives special attention to
his or her concerns.

Fourth, intellectual stimulation in people encourages group member to look at old
problems or methods in new ways. Techniques for providing intellectual stimulation
include asking what-if question such as "What if a massive recession took place next
year? How would we cope with it?", asking group members how certain news events
might affect the company, asking the group to develop a plan for implementing a new
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management technique within the unit, and collaborating with group members m
developing business strategy for product or service.

Fifth, risk taking is willingness to take chance even in the midst of adversity. The
transformational leader may appear to be a gambler, and be willing to risk the company
to take it in a particular direction because he or she believes it will yield results worth
the risk. Risk takers are also trustful of others, which make it easier for them to take
risks.

Lastly, it is essential for transformational leaders to be innovative. They cannot rely on
established methods

and courses of action to cope with major challenges.

Transformational leaders have a propensity for finding novel solutions to new and old
problems.

2.3.2 Communication

In the change management process of Kotter (1996), he emphasized that the
communication is an important stage for a successful organizational change. He clearly
explained

in communicating the change

vision stage that without credible

communication, the employees' hearts and minds are never captured. Vision is usually
communicated most effectively when many different vehicles are used: large group
meeting, memos, newspapers, posters, and informal one-in-one talks. When the same
message comes at people from six different directions, it stands a better chance of being
heard and remembered, on both intellectual and emotional levels. Because the
communication of vision is often such a difficult activity, it can easily tum into a
screeching, one way broadcast in which useful feedback is ignored and employees are
inadvertently made to feel unimportant. In highly successful change efforts, this rarely
happens, because communication always becomes a two-way endeavor. Even more
fundamentally, two-way discussions are an essential method of helping people answers
all the questions that occur to them in a transformation effort.

Once the new objectives and performance standard has been defined, it is important to
start the communication among management team (McWhinney, 1992).
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The communication must be able to convince the employees that change is important,
inevitable and integral to their future work lives. The communication needs to be
simple, clear, frequent, and consistent to people. It could be done in a variety of fom1s,
namely special face-to-face meetings, regular group meetings, casual get-togethers,
celebratory events, newsletters, posters, and etc (Goldberg, 1997).

In the study of Schalk, Campbell, and Freese (1998) had mentioned that the
communication is a major process in dealing with resistance to change. The effective
communication can take away at least part of the feeling of uncertainty and lack of
information about the change, reducing speculation and unfounded fears. When interest
is shown in their feelings and perceptions (support) employees are more likely to be less
defensive and more willing to share their concerns and affairs. By involving
organizational members directly in the planning and implementation process of change,
one cannot only overcome resistance, but also make high-quality changes and take the
needs of individual members into account in the changes. In this study communication
is measured as a main process in implementing change and dealing with resistance to
change.

Successfully navigating change requires skillful communication. Skillful, healthy people
with good information can successfully adopt new ways of thinking, being and working.
Organizations can meet contemporary challenges if they have a critical mass of skillful,
healthy people with good information, creative enthusiasm, a tolerance for imperfection,
and a green light for action (Ivy Sea Online, 2002).

Klein (1996) had mentioned that the change would be more effective when there was a
well-planned communication process. He also suggested that the decline in job attitudes
was due to poor communications. If the employees had really known and understood the
reasons for the new system then they would have approved of it.

London noted that management needs to spend time communicating its plans, as well as
implementing and monitoring the changes (1988, p. 28).

Axley (2000) recognized that draniatic changes in the world test the adaptiveness of
organizations and the people in them. Managers must prepare their organizations to
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meet ongoing challenges for surviving and thriving. He realized that one of the most
essential tools enabling adaptiveness in people and organizations is communication. The
communication can enable or disable the adaptiveness needed to navigate change
successfully. From his experiences as a change management consultant for more than 70
organizations, public and private, large and small, service and manufacturing, he had
seen that the communication must take place before and during organizational change. It
is important tool to help and suppo1t people and organization in the successful change.

Lewis (2000a) explained that implementing planned change is almost always difficult;
communication problems are commonplace. Human and organizational factors have
been commonly identified as causes and contributors to failures and difficulties in
implementation efforts. She also cited in her previous survey (Lewis, 2000b) of 89
implementers of planned change that the most frequently noted categories of problems
encountered were "communicating vision and "negative attitudes". Understanding just
how change programs are implemented and how communication affects this process
appears increasingly central to predicting the outcomes of planned change efforts.
Implementers of change clearly see communication as a significantly challenging aspect
of change. Data collected from 89 implementers of planned change programs found that
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among those examined, problems centrally concerned with communication rank among

the most problematic in implementers' hindsight" (Lewis, 2000b, p. 63). The study also
revealed that implementers have difficulty predicting exactly how problematic
communication will be. She found that implementers both under-predict and overpredict the frequency with which they will encounter problems with communicating
goals, communicating vision, and communicating implementation information. In the
cases presented here, communication played a key role in bringing about both positive
and negative outcomes. Implementers struggled with problems related to creating and
communicating vision, sense making and feedback, establishing legitimacy, and
communicating about goal achievement.

Covin and Kilmann (1990) suggested that it is critical to communicate information (e.g.,
mission statements and goal achievement status) during change. They found that failure
to share information or to inform people adequately of what changes are necessary and
why they are necessary viewed as having a highly negative impact.
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Heathfield (2002b) mentioned that with effective communication, full and active
executive support, employee involvement, organizational planning and analysis, and
widespread perceived need for the change, are the big five when successful change is
achieved.

From the surveys, she had recommendations on how to communicate well during the
changes in organization. The communication should be consistently, frequently, and
through multiple channels, like speaking, writing, video, training, focus groups, bulletin
boards, and Intranets. The communication should contain the reasons for the changes in
such a way that people clearly understand the context, the purpose, and the need. The
communication of changes should be provided as quickly as the change information is
available. The communication should be two-way to provide people to give feedback,
ask questions and request clarification. Clearly communication of the vision, the
mission, and the objectives of the change effort will help people to understand how
these changes will affect them personally (Heathfield, 2002c).

Kitchen (2002) mentioned that as the 21st century becomes preoccupied by the concept
of change, the role of internal communication is gradually making an impact on
organizations. The more your employees know about your organization, the more they
can align themselves with the values and culture. They are also in the position to share
knowledge with their peers and to promote a positive, well-informed image to any
external agents. During times of change, uncertainty is rife and fears of the unknown a
common factor. Employees do not always understand why this change is occurring and
tend to be wary of moving away from the old. This is where internal communication can
prove invaluable. If employees understand the reason for the change, why the
organization is committed to this change and what part they will play in ensuring
success, they are more likely to support the initiative. It stands to reason that employees
aren't going to support something just because somebody tells them that they should.

Decker, Wheeler, Johnson, and Parsons (2001) described four strategies to create better
and more effective communication: weekly meetings, discussion groups, written
communication, and a day-on the-job program. Weekly meetings, which an upper-level
manager and all department members attended, allowed for an informative report of
recent changes and open discussions about departmental needs. Departmental discussion
22

groups-held regularly allowed employees to express their feelings about recent changes
in a supervised yet interactive setting. The productivity of the discussion groups varied
according to the attitude and facilitative skills of the supervisor. Written communication
in the f01m of frequent newsletters and flyers updated staff on important current and
future changes. The day-on-the-job program involved a top executive who served as an
assistant in a chosen department for a day. This technique allowed employees to interact
with a top executive while simultaneously increasing the executive's awareness of the
more intricate needs of the department.

A survey o f over 700 members of the Planning Forum (an international organization
focusing on strategic management and planning) revealed that in companies undertaking
change fail to communicate reasons for change to members of the organization around
16.3% (The Human Side of Change, 2002).

2.3.3 Training

Flippo (1961) defined training is concerned with those activities which are designed to
improve human perfo1mance on the job that employees are at present doing or are being
hired to do, education is concerned with increasing general knowledge and
understanding of the total environment.

Training is the process of acquiring specific skills to perform a job better (Jucious,
1963). It helps people to become qualified and proficient in doing some jobs (Dahama,
1979). Van Dersal (1962) defined training as the process of teaching, informing, or
educating people so that they may become as well qualified as possible to do their job,
and they become qualified to perform in positions of greater difficulty and
responsibility.

Kotter (1996) mentioned that to remove many barriers to the implementation of the
change, there has to be the right structure, training and systems to improve
organizational performance. He also suggested that the training is a critical element in
empowering employees to put the new visions to work. It can make the process as much
stronger and more successful competitors.
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Galpin (1996) mentioned that training is the important factor for change management
during the time of implementation with available technology.

Training is another important area to help employees cope with the upcoming change
and with the new ways of doing their works (Goldberg, 1997).

In organizational change, the people need guidance in understanding what the 'new
way' consists of and why it is more desirable. Training brings groups together. It allows
them to express their concerns and reinforce newly learned skills (Scott and Jaffe,
1994).

Institutionalizing successful changes involves reinforcing them through feedback,
rewards, and training (Cummings and Worley, 2000).

Rouda and Kusy (2002) mentioned that employees are affected by organizational
change. So everyone will need to acquire and/or increase their skills, knowledge and
abilities to perform their jobs. For maximizing the efficiency and performance of
employees, the training is a part of development and improvement their knowledge and
skills.

When change is forced upon employees, they may adapt to it reluctantly. Training on
new work processes or meetings with teams must be incorporated in order to destroy the
fear of the unknown from change management (TheManageMentor, 2002).

Decker et a 1. ( 200 I) recommended that the training classes should be in a variety of
areas such as new medical advancements, technology, certification, and management
techniques.

The training will provide opportunities for employees to associate with

each other, and developed skills that would increase company productivity.

A survey of over 700 members of the Planning Forum (an international organization
focusing on strategic management and planning) revealed that in companies undertaking
change absence in management systems (incentive, training) to cultivate required values
about 20.6% (The Human Side of Change, 2002).
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A monthly newsletter from Personnel Management Systems, Inc. (2002) suggested
training to be a way to help organization and employees handle change. Human
resources organizations can train employees on change management by providing tools
and ideas to help them handle the change.

2.3.4 Reward

Kotter (1996) emphasized that after a lot of hard work, the team can get positive
feedback for building morale and motivation by rewarding them with recognition,
promotions, or money.

For those employees that have been successful in the change process, it is important to
reward them as reinforcement (Goldberg, 1997).

Scott and Jaffe (1994) viewed acknowledging and rewarding people as important stage
of change. They suggested that when change begins to work, take time to recognize and
recall the achievements of the people who have made it happen. They recommended
that most change is resisted, so it is important to create incentives for those who adapt to
change professionally and thoroughly.

Mohanty and Yadav (1996) mentioned that to maintain the motivation level of
employees after adoption the change, it is needed to review about incentives and
rewards for them.

Institutionalizing successful changes involves reinforcing them through feedback,
rewards, and training (Cummings and Worley, 2000).

A survey of over 700 members of the Planning Forum (an international organization
focusing on strategic management and planning) revealed that in companies undertaking
change absence in management systems (incentive, training) to cultivate required values
about 20.6% (The Human Side of Change, 2002).

Wilson (1995) viewed rewards programs as including base pay, appraisals, and various
kinds of awards. Reward systems should focus on positive reinforcement. Positive
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reinforcement is the most effective tool for encouraging desired behavior because it
stimulates people to take actions, which they want to get something of value (internally
or externally) for doing it. An effectively designed and managed reward system can
drive an organization1s change process in positive reinforcement of the desired
behaviors.

He also presented the criteria for building effective reward systems that he called the
SMART criteria. These criteria should be used when designing and evaluating
programs. Programs should be: Specific, Meaningful, Achievable, Reliable, and Timely.
Specific, a line of sight should be maintained between rewards and actions. Meaningful,
the achievements rewarded should provide an important return on investment to both the
performer and the organization. Achievable, the employee's or group's goals should be
within the reach of the performers. Reliable, the program should operate according to its
principles and purpose. Timely, the recognition/rewards should be provided frequently
enough to make performers feel valued for their efforts.

2.4 Relationship of Change Management to Employees' Attitudes
French, Bell, and Zawacki (1983) noted that organizational development theory and
practice focus primarily on human and social aspects of organizations. Similarly, Bennis
(1969) asserted that organizational development 'almost always focused on the values,
attitudes, leadership, organizations' climate - the people variables'. Golembiewski
(1993) and Srinivas (1994) argued that organizational development concentrates on
feelings and emotions, ideas and concepts, placing considerable importance on the
individual's involvement and participation.

Zidle (2002) mentioned in "An Ear To Hear" Finding Out What Your Workers Really
Think that organizations want to get a better understanding of the impact of a major
change on employees---perhaps after organizational change. The most dangerous
position for a company is does not know how employees feel about an issue.
Progressive organizations today recognize that employees are first people-who have
personal situations and perspective that affect their work attitudes and behaviors. By
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acknowledging these "people 11 issues, organizations enhance employee commitment and
create workers who are on the job not only in body, but in mind and spirit as well.

Hay and Hartel (2000) noted in their study that change implementation may lead to
perceived threats to one's job security, to one's way of performing work, and to one's
power,

and

consequently may lead to

employee resistance

during

change

implementation. Therefore, an important consideration in change management
initiatives is the assessment of the likelihood of resistance and the ability of employees
to undermine the change effort. The resistance may depend on the manner in which the
employees behave (Yukl, 1989) and it will be affected by individual differences of their
cognitive and emotional intelligence (Ashkanasy, Jordan, and Hartel, 1998).

Not all employees will oppose change, and both support and resistance are not
uncommon for employees will take sides. For example, those who favor a particular
change and who feel most comfortable with it invariably will support the change, while
employees adversely affected by the change usually will be less excited by it, are more
likely to be anxious about it and usually will resist it (Carr, 1994; Geyer, 1995). The
affected factors on the resistance are the employees' knowledge and training (Porter and
Lawler, 1968), and communication skills (Seibold, Cantrill, and Meyers, 1985).

Schalk, Campbell, and Freese (1998) noted that there is only some empirical research
that study the effect of organizational change, and especially change implementation, on
employee behavior. The company should make employees have positive attitude to
organizational change. This requires the creating readiness for change and dealing with
resistance of change. Creating readiness for change depends on the perceived need for
change. This requires the positive attitude from employees that they are motivated to try
new things and ways of behavior and to overcome resistance to change. Dealing with
resistance to change includes at least three major processes: communication, support,
and participation (Cummings and Worley, 1993).

Therefore, by creating a v1s1on and properly communicating group goals, effective
leaders can change the basic values, believe and attitudes of followers so that they
become willing to perform beyond the minimum levels required by the organization
(Eisenbach, Watson and Pillai, 1999).
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To understand the nature of ambivalence in employee responses to change might be
useful in predicting the mode in which employees will communicate their responses to
change agents and in identifying the most appropriate process for addressing their
responses. Paying attention to balancing those consequences will help organization
understand how to manage change processes successfully (Piderit, 2000).

In the research of Szamosi and Duxbury (2002), they suggest that the 11 human element11
is a critical success factor for revolutionary or radical organizational change and indicate
that it is important to gain insight into how employees view change efforts.

It seems more desirable to treat behavior as a separate construct so that the mutual
influences of attitudes and behavior on one another are not buried in an already complex
set of issues. In other words, it is useful to distinguish between an intention to resist at
the attitudinal level and dissent or protest at the level of actual behavior, which might or
might not be planned (Bagozzi, 1992).

The literature on resistance to change bridges the literature on revolutionary
organizational change and support as it suggests that change management often neglects
the "people" aspect of change and how it affects people's ability to change (Evans,
1995). Judson (1993) suggested that resistance must not be overcome but rather be
supported until the individual is emotionally educated and comfortable to surrender
resistance and organizations can successfully manage change. As Strebel (1992)
indicated, this process involves developing a new "relationship" (compact) between
employees and the organization.

Organizations can implement the policies and practices, which will cause employees to
feel valued by the organization, and once employees feel valued by the organization,
they are more likely to be committed to the organization's goals (Hutchinson and
Garstka, 1996).

Scott and Jaffe (1994) mentioned the workers often feel attacked and betrayed by
changes announced by management. Many respond with resistance, anger, frustration
and confusion. Their response can solidify into a negative attitude towards the job.

28

2.4.1 Leadership

Sewell (2002) noted that when executives take steps to change an organization, its
personnel will have a number of reactions: fear, frustration, anger, resentment, inertia,
active or passive resistance, depression, and, in many cases, a welcoming of necessary
improvements. The success of the change will, in large measure, depend on the
executive's ability to anticipate and effectively deal with these personnel and the source
of their emotions. He mentioned that it is very important to understand and know the
impact of change on each employee.

Robert Baca! (2000) mentioned that in an organization where there is faith in the
abilities of formal leaders, employees would look towards the leaders for a number of
things. During drastic change times, employees will expect effective and sensible
planning,

confident

and

effective

decision-making,

and

regular,

complete

communication that is timely. Also during these times of change, employees will
perceive leadership as supportive, concerned and committed to their welfare, while at
the same time recognizing that tough decisions need to be made. The best way to
summarize is that there is a climate of trust between leader and the rest of the team. The
existence of this trust brings hope for better times in the future, and that makes coping
with drastic change much easier. In organizations characterized by poor leadership,
employees expect nothing positive. In a climate of distrust, employees learn that leaders
will a ct in indecipherable ways and in ways that do not seem to b e in anyone's best
interests. Poor leadership means an absence of hope, which, if allowed to go on for too
long, results in an organization becoming completely nonfunctioning. The organization
must deal with the practical impact of unpleasant change, but more importantly, must
labor under the weight of employees who have given up, have no faith in the system or
in the ability of leaders to tum the organization around.

Aziz (1999) had studied about employees' perception in two organizations in Kuching,
Sarawak - Dewan Bandaraya Kuching Utara or DBKU (a public organization) and
Syarikat Telekom Malaysia Berhad or TELEKOM (a private organization).

The

research found that there is a strong positive significant correlation between employees'
perception towards career development system and supervisor/manager's role in career
development in DBKU and TELEKOM. The positive correlation for both DBKU and
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TELEKOM means that as supervisor/manager's role in career development increase,
employees perception towards career development system would also increase and vice
versa.

The positive relationship between supervisor/manager's role in career

development and career development system implies that they see supervisor/manager's
role in career development as vital in developing and fulfilling their career aspirations in
the organizations.

2.4.2 Communication

Communication is seen by many authors as the most effective way to combat resistance
to change (Cummings and Worley 1997; Larkin and Larkin 1998). It reduces resistance
by making known the facts about the change, what is involved and how people will be
affected, before rumours and misconceptions emerge. Communication should be bitesize, informal facts-only chunks (Larkin and Larkin 1998). This serves to reduce
uncertainty, a major contributor to resistance of change (Robbins 1994).

Effective communication can take away at least part of the feeling of uncertainty and
lack of information about the change, reducing speculation and unfounded fears (Covin
and Kilmann, 1990; Bronson, 1991; Covin, 1993; Young and Post, 1993). When interest
is shown in their feelings and perceptions (support) employees are more likely to be less
defensive and more willing to share their concerns and affairs (Covin and Kilmann,
1990; Shaw et al., 1993). By involving organizational members directly in the planning
and implementation process of change, one cannot only overcome resistance, but also
make high-quality changes and take the needs of individual members into account in the
changes (Bronson, 1991; Cummings and Worley, 1993; Darcy, and Kleiner, 1991).

In the study of Decker et al. (2001), they placed communication improvement as a high
priority because they understood that effective communication decreases employee
stress levels. Employees who understand the reasons for implementing change, know
why change is essential to the survival of the company, and understand what aspects of
their job will be different as a result of the changes will be less likely to experience jobrelated stress during the process.
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Employees 1 knowledge of the situation and conditions in which they work is potentially
very valuable. Where a problem or an opportunity arises which requires change, they
may have much to contribute in terms of defining whether change really is required and,
if so, what form it should take. The need to draw on staff knowledge is relatively
straightforward and can be accomplished by consultation and communication. However,
if this knowledge is to be forthcoming, it does require staff to have a positive attitude
towards any proposed change. This leads on to the reason for involving staff in change
projects: to gain their commitment. The aim of this is to overcome potential resistance
to, and develop a positive attitude towards, change. Unless staff have a positive attitude,
then success is unlikely (Cummings and Huse, 1989).

2.4.3 Training

Burnes and James (1995) mentioned that the greater the effect on the individual,
especially in terms of psychological constructs and attitudes, the deeper the level of
involvement required if successful behavior change is to be achieved. They had studied
the implementation of MRPII (manufacturing resources planning) in Process Control
Inc. (PCI). They found that the training program was the most important element for
introducing MRPII. They emphasized that to make the company to be a main site within
the group of the manufacturing, it has significant impact on staff attitudes towards
change.

*

*

Usually an organization facilitates the employees' learning through training so that their
modified behavior contributes to the attainment of the organization's goals and
objectives (Adams, Hede, Holloway and Jackson, 1999).

Sewell (2002) explained that some types of organizational change, especially the kind
built upon enhanced or expanded technology, require formalized programs of education
and training. Such training is important to enhance the technical skills needed to handle
both the immediate impact of change, as well as its long-range effects. Educational
efforts can produce a greater understanding of the need for and the anticipated results of
such change. The key is an organized approach to ensuring that personnel throughout
the agency are prepared now for the future of their agency and their jobs.
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Schuler's idea, which (1992) stated that another aspect of training and development
programs is that is can also strengthen and "increase employee commitment to the
organization and their perceptions that the organization is a good place to work. Greater
commitment can result in less turnover and absenteeism, thus increasing an
organization's productivity"(p.386.)

Aziz (1999) had studied about employees' perception in two organizations in Kuching,
Sarawak - Dewan Bandaraya Kuching Utara or DBKU (a public organization) and
Syarikat Telekom Malaysia Berhad or TELEKOM (a private organization).

The

research found that there is a strong positive significant correlation between employees'
perception towards career development system, and training and development
opportunities in DBKU and TELEKOM. Therefore, the positive correlation in both
DBKU and TELEKOM means that as training and development opportunities increase,
employees perception towards career development system would also increase and vice
versa.

The positive correlation between training and development and career

development system implies that employees see training and development opportunities
as a means to develop their career in the organizations. This shows that individual's
goals could be integrated with organizational goals through training and development.

2.4.4 Reward

Aziz (1999) also found that there is a moderately strong positive significant correlation
between employees' perception towards career development system, and organization
reward system in DBKU and TELEKOM. The positive relationship for both DBKU and
TELEKOM means that as organization reward system become better, employees
perception towards career development system would also increase and vice versa. The
positive relationship between organization rewards system and career development
system implies that organization reward systems have an influence on the way
employees perceive career development system.

Reward systems that satisfy and

motivate employees toward their career goals provide employees' with positive
perception, and will make them remain and continue to serve the organizations.

Wright and Noe (1996) findings that rewards provide satisfaction to employees other
than the job itself. Organizations find that monetary incentives are really needed to
32

motivate employees to put extra effort.

In order to attract and retain employees,

organizations need to offer attractive salary package compatible with employees'
knowledge, skills and abilities.

Rewards, monetary and non-monetary should be

something that employees perceived as desirable, clearly linked to desired behavior, and
equitable.

2.5 Theories and Studies Related to Employees' Attitudes
Attitude can be defined as readiness to respond to a psychological object with some
degree offavorableness. The evaluative reaction off avor or disfavor can range from
extremely negative to extremely positive, through the neutral point, on a dimension such
as: "good bad", "pleasant unpleasant", or "favor opposed" (UMASS, 2002).
'

Attitudes have played a key role in social psychology because of the presumed
connection between people's perception of their world and their behavior in it.

-

Managers also consider attitudes important (Champoux, 2000).

A person with strong attitude toward an object, issue, idea, or another person will
usually behave in accord with that attitude. If a person has positive beliefs about an
object, the person forms a positive attitude toward it. If the person believes the object
has negative attributes, the emerging attitude will be negative.

*

An attitude is a learned predisposition to respond in a consistently favorable or

unfavorable manner with respect to a given object (Fishbein and Ajzen, 1975). The
object of an attitude can be anything in a person's environment, including physical
objects, issues, ideas, events, and people. For example, when you say that you like or
dislike someone or something, you are expressing an attitude.

Attitudes are linked with many other aspects of behavior. They have traditionally been
considered to be relatively stable disposition to behave in particular ways towards
objects, institutions, situations, ideas or other people. They are also usually considered
to develop as a result of experience. In other words they influence an individual's
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response to something or someone. All people have attitudes towards things - school,
university, parents, work, politics, sport, religion and other people (Martin, 2002).

Robbins (1998) defined attitude as evaluative statements or judgments-either favorable
or unfavorable-concerning objects, people, or events. They reflect how one feels about
something.

Attitude is an important factor in the development of perceptual readiness, that is, it
represents a readiness to respond to events according to defined courses of action
(Cattell and Baggaley, 1955-56).

It has been argued that, where individuals are required to change their behavior in such a

way that it clashes with their attitudes and gives rise to dissonance, an attitude change
will only occur if the people concerned believe, rightly or wrongly, that they have a
choice as to whether to adopt the new behavior or not. If, on the other hand, they feel
that they are being compelled against their will to change their behavior, this can lead to
high levels of dissonance and perhaps open defiance. It is very unlikely to create a
positive attitude towards the proposed changes (Jones, 1990; Robbins, 1986; Fazio,
Zanna, and Cooper, 1977).

Attitudes a re an integral part oft he world of work. Managers speak of workers who
have "bad attitudes" and conduct "attitude adjustment" talks with employees. Often,
poor performance attributed to bad attitudes really stems from lack of motivation,
minimal feedback, lack of trust in management, or other problems. So it is important to
understand the antecedents to attitudes as well as their consequences, the different
components of attitudes, the major attitudes that affect work behavior (Nelson and
Quick, 1997).

2.5.1 Components of Attitudes

Schiffman and Kanuk (2000) pointed out that it is useful to consider attitudes as having
three components. First, cognitive component consists of a person's cognition. A
person's cognition is knowledge and perceptions that are acquired by combination of
direct experience with the attitude object and related information from various sources.
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This knowledge and resulting perceptions are commonly taken in the form of beliefs.
The consumer believes that the attitude object possesses various attributes and that
specific behavior will lead to specific outcomes.

Second, affective component is consumer's emotions or feelings about a particular
product or brand. The emotions and feelings are frequently treated by consumer
researchers as primarily evaluative in nature; that is, they capture an individual's direct
or global assessment of the attitude-object (or the extent to which to individual rates the
attitude-object as favorable or unfavorable, good or bad).

Third, behavioral is concerned with the likelihood or tendency that an individual will
undertake a specific action or behave in a particular way with regard to the attitude
object. According to some interpretations, the cognitive component may include the
actual behavior itself.

It is generally accepted that attitudes are composed of affective (feelings), cognitive

(beliefs), and behavioral (actual actions) components as graphically shown in figure 3 .1.

Figure 3.1: Components of Attitudes
Stimuli

'Emotion'
Verl:ial statements
of feeling

Feelings

'

'

' ' '

Beliefs

~

'Cognitive response
Verbal statements
of belief

Behaviour

0 vert actions
Verbal statements
about
intended behaviour

Source: Spooncer, F. (1992 reprint) Behavioural Studies for Marketing and Business
Leckhampton, UK: Stanley Thomes (Publishers) Ltd. (first published 1989)
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Fishbein and Ajzen (1975) emphasized attitudes as accompanied by antecedents and
results. The beliefs and values antecedents form the cognitive component of an attitude:
the beliefs, opinions, knowledge, or information a person possesses. Beliefs represent
ideas about someone or something and the conclusions people draw about them.

The affective component of an attitude is a specific feeling regarding the personal
impact of the antecedents. That is the actual attitude itself.

The behavioral component is an intention to behave in a certain way based on your
specific feelings or attitudes. This intended behavior is a result of an attitude and is a
predisposition to act in a specific way.

\JERS

In Piderit's research (2000), she also examines the response of employees to
organizational change along with cognitive, emotional, and intentional dimensions,
which have same idea with cognitive, affective, and behavioral, respectively. The
cognitive dimension might range from strong positive beliefs (i.e., "this change is
essential for organization to succeed") to strong negative beliefs (i.e., "this change could
ruin the company"). An employee's response along the emotional dimension might
range from strong positive emotions (such as excitement or happiness) to strong
negative emotions (such as anger or fear). An employee's response along the intentional
dimension might range from positive intentions to support the change to negative
intentions to oppose it.

Rosenberg, Hovland, McGuire, Abelson, and Brehm (1960) described the complexity of
an attitude into three components. These components-affect, behavioral intentions, and
cognition-called the ABC model of an attitude.

Affect is the emotional component of an attitude. It refers to an individual's feeling

about something or someone. Statements such as "I like this" or "I prefer that" reflect
the affective component of an attitude.

The second component is the intention to behave in a certain way toward an object or
person. We may be supportive, passive, or hostile, depending on our attitude.
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The third component of an attitude, cognition (thought), reflects a person's perceptions
or beliefs. Cognitive elements are evaluative beliefs and are measured by attitude scales
or by asking about thoughts.

2.5.2 Work Attitudes

Based on the findings of Hofstede (1997) and Schein (1985), culture is manifested at
different level: visible or tangible level such as norms and behavior; and invisible or
intangible level such as basic assumptions, feelings, beliefs, values, and attitudes. Work
attitudes are defined as feelings, beliefs, values, and behavioral tendencies towards
various aspects of the job, the setting in which the work is conducted, and/or the people
involved. They are evaluative statements, either favorable or unfavorable.

Theories/Studies related to work attitudes are direct experience and social learning.
Research has shown that attitudes that are received from the direct experience are

-

stronger. They are held more firmly and more difficult to change then the attitudes
formed through indirect experience.

Attitudes have been described as capable of change through learning and it is important
in bringing about change in individual behavior. Any attempt to manage organizational
change must therefore take account of the attitudes (Stewart, 1997).
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Chapter 3
Research Frameworks

3.1 Elaborating the Conceptual Model

The conceptual framework as shown in this chapter has been developed from generic
ideas of variables for the independent variables, which are the factors relevant in
creating change management, whereas the dependent variable of this study focuses on
employees' attitudes toward the new information technology system. The framework
shows the relationship of sub variables of each main variable that plays important roles
in making change in an organization.

The factors

relevant in creating change management compnse "Leadership

-

Characteristics", "Communication", "Training'', and "Reward".

The only dependent oft hiss tudy is employees' attitudes within then ew information
technology system environment as shown in conceptual framework.

3.1.1 Independent Variables
cl.

*

Change management is a systematic approach to deal with change, both from the
perspective of an organization and on the individual level. For an organization, change
management means defining and implementing procedures and/or technologies to deal
with changes in the business environment and to profit from changing opportunities.

Leader is a person who could make sure that their interactions with people went beyond
just evaluating employee's performance and rewarding them. Leadership is focused
much more on the individual capability of the leader. Leadership is a function of
knowing yourself, having a vision that is well communicated, building trust among
colleagues, and taking effective action to realize your own leadership potential.
Effective leader should have courage, trust, integrity, and heart.
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Communication is process by which information is exchanged between individuals
through a common system of symbols, signs, or behavior. In this case, communication
is the stage where the company communicates to their employees of how the company
will change and how it looked like after the change.

Training is a course of study in which employees are trained to identify and work safely.
Training can help employees cope with the upcoming change and with the new ways of
doing their works.

Reward has both a favorable and an unfavorable meaning. In its favorable sense, it is
something given in return for a good thing done, a service rendered, or some merit
earned. In its opposite sense, reward can refer to punishment for a wrong or wrongs
committed. Reward in this study means the stage when the management recognizes and
reward to those who succeed from the implementation of the change.

3.1.2 Dependent Variables

Employee attitude is the readiness to respond to a psychological object with some
degree of favorableness to the change. The evaluative reaction of favor or disfavor can
range from extremely negative to extremely positive, through the neutral point, on a
dimension such as: "good bad", "pleasant unpleasant'\ or "favor opposed".
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3.1.3 Schematic Display of Certain relationship

Independent Variables

Dependent Variable

Factors Relevant in Creating
Change Management

•

Leadership's Characteristics

•

Communication

•

Training

•

Reward

Employees' Attitudes

3.2 Research Hypothesis
It is a personal belief that there is relationship between change management factors and

employees' attitudes. This research emphasizes on the employees' attitudes within the
new information technology system environment. Hypothesis is a statement that a
researcher makes about some characteristics of the population under statistical study.
Collection and analysis of data are the method that enables the researcher to understand
the reality of the hypothesis. Meanwhile, following hypothesis has come up to test the
relationship among the independent and dependent variable.

Hlo:

There is no relationship between leadership's characteristics and employees'
attitudes.

Hla:

There is a relationship between leadership's characteristics and employees'
attitudes.

H2o:

There is no relationship between communication and employees' attitudes.

H2a:

There is a relationship between communication and employees' attitudes.
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H30 :

There is no relationship between training and employees' attitudes.

H3a:

There is a relationship between training and employees' attitudes.

H40 :

There is no relationship between reward and employees' attitudes.

H4a:

There is a relationship between reward and employees' attitudes.

3.3 Operational Table

Labeling
Attitude

Definition
'=
A learned predisposition
to respond in a consistently
favorable or unfavorable
manner with respect to a
given object
~

Leadership
A key dynamic force that
Characteristics motivates and coordinates
the organization in the
accomplish

Operational Components Measurements
Interval Scale
* Statement of attitudes
(Likert)
about the new
information technology
system environment
in the company

.--

*Charisma
* Inspiration
*Attention
* Intellactual
* Risk Taking
* Innovation

.,_..

-,...

~

Interval Scale
(Likert)

l:=-

~

Communication The essence of human life,
which allows expression of
individual needs, feelings,
thoughts, personal
achievement, opportunities
for self definition, and
interaction with others

*Vision
* Reason of change
* Information
*Feedback

Interval Scale
(Likert)

Training

The activities which are
designed to improve human
performance on the job

*Skill
*Knowledge
* Understanding

Interval Scale
(Likert)

Reward

Something given in return for
a good thing done, a service
rendered, or some merit earned

*Pay
*Appraisal
*Award

Interval Scale
(Likert)
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Chapter 4
Research Methodology

This chapter provides an overview of research methodology that will be used to analyze
the data collected to this study in order to answer the research questions for this study.
This study was intended to determine the relationship of the relevant factors of change
management and employees' attitudes within the information technology system
environment.

4.1 Method of Research Used
This research is an exploratory research in the category of case study method. Pearson
Correlation Coefficient is used to measure the correlation between two main variables:
relevant factors of change management and employees' attitudes within the new
infonnation technology system environment. Research by questionnaires is used to
describe and analyze the data collected in quantitative terms. The survey technique is
rather convenient for the research, ever since it is easier and faster to collect the data.

4.2 Respondents and Sampling Procedure

*

The top management level is the one who plan and set the criteria of changes in the
organization. S o to prevent the bias from the answer o ft op and middle management
level and to receive the correct information, the respondents should be the staff-who
work lower than middle management level. Moreover the respondents should be people
who h ave a chance to u se computer in working and already face the change o f new
information technology system in the organization.

Sampling Procedure

To determine the sampling frame, the researcher uses purposive sampling, which is
nonprobability sample that confonns to certain criteria (Cooper and Schindler, 1998).
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One of major type of purposive sampling is judgment sampling where the researcher
selects respondents to conform the criteria of using and facing to the new information
technology system in the organization.

After considering the criteria, it was found that the target population is 114 which
shown in Table 4.1. So, with small population, the researcher decides to use the total
number of population as sample size of this research.

Table 4.1: The number staff in each department and the judgment-sampling employees
of Hatari Electric Co., Ltd.

Department

Number of Employees

Number of respondents

Accounting and Finance

20

Personnel and General Affairs

16

14

Sales and Marketing

25

23

Purchasing and Sourcing

7

7

Research and Development

22

22

Logistics

28

16

32

12

150

114

Quality Assurance

Total

'

~

~

20

Source: Personnel Information of Hatari Electric Co., Ltd., October 2002

4.3 Research Instrument I Questionnaire
Questionnaire is used as research instrument. It is the most flexible of all data collection
methods. Interview by questionnaire, used to present questions and record answers in
quantitative field research surveys, produces a high response rate. The questions in the
research questionnaire are settled on closed-ended questions. The advantages of closedended questions are that they can control possible answers, and help respondents make
rapid decisions by making a choice among the several alternatives and do not use a lot
of time. Furthermore, collecting relevant data from setting questions enable researchers
to easily analyze the replies of respondents by minimizing bias. In accordance, for some
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difficult questions that are confusing, respondents can ask researchers for the clear
meanmg.

The questionnaire will be divided into 3 parts:
Part 1: The relevant factors of change management
There are 19 questions in the first part, the questions are designed by using likert scale.
Likert scale is designed to examine how strongly employees agree or disagree with the
statement in each relevant

factor:

leadership,

communication,

training,

and

reward/recognition. (Question 1 ~ 20)

Part 2: Employees' attitude
There are 7 questions in the second part that ask the respondents to answer the attitudes
within the new information technology environment. The respondents have to rate on a
5 point scale from strongly agree to strongly disagree (Question 1 - 7).

Part 3: Demographics
There are 4 questions that are included in the demographic part such as gender, age,
education level, income, and departments. Multiple choices are used in this part.

Pilot Study

The pilot study's objective was to examme the reliability of the questionnaire.
Vanichbuncha cited in Pattranit (2001) argued that in order to conduct a pilot survey or
pre-test, the number of respondents should be at least 25.

In this research, 30

respondents participated in the pre-test. It is essential for the researcher to look for
evidence of corrected questions, inappropriate wording, and so forth. Therefore,
mistakes must be con-ected and adjusted to fit the respondents understanding and to
makes ure that the questions are not bias or 1ead the respondents to certain answers.
After presetting the questionnaire, and correcting all wordings, the adjusted form of
questionnaire will be distributed to the respondents.
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The data collected from 30 questionnaires was analyzed by SPSS program to find the
reliability by using the Cronbach's Coefficient Alpha scales. In general, Cronbach's
Coefficient Alpha value is above 0.60 considered to be acceptable (Sekaran, 1992).

Table 4.2: The reliability in each section of questionnaire
Section

Cronbach's Coefficient

Leadership Characteristics

0.7773

Communication

0.8758

Training

0.9074

Reward

0.7756

Employees' Attitudes within IT Environment

_il )--r
...,

"

0.8605

4.4 Collection of Data I Gathering Procedures
The researcher collects both pnmary data and secondary data. Primary data was
collected from a personal interview with Mr. Vittaya Panichtrakul (Director) about the
details of change in the organization. He is the main person to move the organization to
use a new information technology system. The data was also collected via structured
interviews with self-administered or close-formed questionnaires. The researcher
originates primary data for the specific purpose of the research problem. Selfadministered questionnaire is easy to provide information and be interpreted. In
addition, it is a less time consuming method to collect information.

Secondary data is any data originally generated for some purpose other than the present
research objectives. The information from primary data can be rapidly and
inexpensively obtained. Most of the secondary data used in this research was gathered
from the journals, articles, textbooks, and thesis, report of the company, which are
acquired prior to the primary data.

4.5 Statistical Treatment of Data
Once the data is collected, the data is analyzed and summarized in a readable and easily
interpretable form. The Statistical Package for Social Science (SPSS) is utilized to
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summarize the data where needed. All statistical manipulations of the data will follow
commonly accepted research practices.

The form of data presentation from these

procedures would also be presented in an easy interpret format, using computer to
ensure accuracy and to minimize costs for performing all statistical procedures.

To collect data, the researcher has proceeded the coding of 114 questionnaires into a
symbolic form in SPSS software. The demographic characteristics and departments
were summarized in the form of simple frequency and descriptive statistics.

The

descriptive statistic consists of the frequency and percentage in order to describe each
characteristic that is associated with respondent personal data.

Statistical treatment of data is applied in the parametric statistic. For testing the
relationship between change management factors and employees' attitudes within the
new information technology environment, the researcher applies analytical statistical,
Pearson C01relation Coefficient.

Pearson Correlation Technique

The Pearson Correlation Coefficient, r, is the most widely used statistic, summarizing
the strength of association between metric (interval or ratio scaled) variables, say X and
Y. It is an index used to determine whether a linear or straight-line relationship exists
between X and Y. It indicates the degree to which the variation in one variable, X, is
related to the variation in another variable, Y. The Pearson Correlation Coefficient, r,
can be calculated as follows (Malhotra, 1999):

where the symbol X and Y represent the sample means of X and Y, respectively.
The correlation coefficient (r) ranges from +1.0 to -1.0. If the value of r is 1.0, there is a
perfect positive linear (straight-line) relationship. If the value of r is -1.0, a perfect
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negative linear relationship or a perfect inverse relationship is indicated. No correlation
is indicated ifr = 0.

The following drawing summanzes the strength and direction of the coefficient of
correlation.

Perfect
negative
correlation

Perfect
positive
correlation

No

correlation

Strong
negative

Moderate
negative

Weak
negative

]

Weak
positive

Moderate
positive

Strong
positive

J
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0
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..,.,_ _ _ Neg~ti~-;,;··~~;~;;;t~io-n---·-·--·-·1 ~---P-o-si-tiv_e_c_o-rr-el-at-io-n~

In this research, all variables are interval-scale level so researcher will use the Pearson
Conelation Coefficient to test relationship between independent variable, factors of
change management, and dependent variables, and employees' attitudes toward the new
information technology system.
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Chapter 5
Presentation of Data and Critical Discussion of Results

The study on, "Change Management Factors Affecting Employees' Attitudes in Hatari
Electric Co., Ltd. - within New Information Technology System Environment" is a
survey research. The respondents of this research are the lower middle management
employees who are familiar with the new system in the company. Since the sample size
is not large, the research collected all a population of 114 respondents. The device of
this research is questionnaire, and raw data is computed by SPSS (Statistical Package
for the Social Science) for window, and analyzed by using Pearson Correlation
Coefficient. In the following session, researcher would mention the results of
Descriptive Statistic and Pearson Correlation Coefficient.

5.1 Descriptive Statistics
5.1.1 Demographic Characteristics

Demographic characteristics of all respondents are shown in Table 5.1-5.5 and Figure
5.1-5.4.

Table 5.1: Gender

Valid

Male
Female
Total

Freauencv
62
52
114

Percent
54.4
45.6
100.0

Valid Percent
54.4
45.6
100.0

Cumulative
Percent
54.4
100.0
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Figure 5.1 : Gender

Female

Male

From Table 5.1 shows that 62 respondents are male while 52 respondents are female,
which represents 54.4% and 45.6%, respectively.

Table 5.2: Age

21-30
31-40
41-50
Total

Valid

:

-

Frequency
69
36
9
114

Percent
60.5
31.6

Valid Percent
60.5
31.6

7.9

7.9

100.0

100.0

Cumulative
Percent
60.5
92.1
100.0

N fi

Figure 5.2: Age
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Table 5.2 shows that 69 respondents are aged between 21-30 years (60.5%), 36
respondents are aged between 31-40 years (31.6%), and 9 respondents are aged between
41-50 years (7.9%).

Table 5.3: Education Level

Valid

High school or less
Associate or two
years college degree
Bachelor's degree
Total

Frequency
25

Percent
21.9

Valid Percent
21.9

Cumulative
Percent
21.9

30

26.3

26.3

48.2

59
114

51.8

51.8

100.0

100.0

100.0

Figure 5.3: Education Level
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High school or less

Bachelor's degree

Associate or two yea

Education

Table 5 .3 shows that the highest educational 1evel of respondents is Bachelor degree
with 51.8%. The next two ranks are Associate or two years collage degree (26.3%), and
High School or less (21.9%).
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Table 5.4: Income

Valid

<10001
10001-15000
15001-20000
20001-2 5000
25001-30000
Total

Freauencv
40
40
16
6
12
114

Percent
35.1
35.1
14.0
5.3
10.5
100.0

Valid Percent
35.1
35.1
14.0
5.3
10.S
100.0

Cumulative
Percent
35.1
70.2
84.2
89.5
100.0

Figure 5.4: Income
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15001-20000
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25001-30000

20001-25000

Income
From Table 5.4, it shows that the highest range of income level of respondents has two
levels of less than 10,001 Baht per month and 10,001-15,000 Baht per month with
35.l %. The rest are 15,001-20,000 Baht per month (14%), 25,001-30,000 Baht per
month (10.5%), and 20,001-25,000 Baht per month (5.3%), respectively.

5.1.2 Factors Relevant in Creating Change Management

The research instrument (Part I of the questionnaire) attempts to measure the level of
factors of change management. It is categorized into 4 terms; leadership characteristics,
communication, training, and reward. For each statement, the respondents are provided
with the five point scale, ranging from one (strongly disagree) to five (strongly agree).
Mean scores and standard deviation are calculated for these responses according to these

51

four factors of change management factors. The results are summarized in Table 5.5

Table 5.5: Mean score rating and standard deviation of factors relevant in creating
change management

Descriptive Statistics
N
Leadership Characteristics
Communication
Training
Reward
Valid N (listwise)

114
114
114
114
114

Minimum
2.17
1.00
1.80
1.25

Maximum
5.00
5.00
5.00
5.00

Mean
3.8363
3.4386
3.4860
3.2807

Std. Deviation
.65363
.84207
.78299
.88131

Based on Table 5.5, the mean score of leadership characteristics ranks the highest
(3.8363) followed by training, communication, and reward ranks the lowest (3.2807).

5.1.3 Respondents' Attitudes Toward New Information Technology System
The research instrument (Part II of the questionnaire) attempts to measure the level of
employees' attitudes toward the new information technology system. For each
statement, the respondents are provided with the five-point scale, ranging from one
(strongly disagree) to five (strongly agree). Mean scores and standard deviation are
calculated for the attitudes on the new information technology system. The result is
summarized in Table 5.6

Table 5.6: Mean score rating and standard deviation of employees' attitudes within new
information technology system environment

Descriptive Statistics
N

Employees' Attitudes within IT
Valid N (listwise)

114
114

Minimum
2.50

Maximum
5.00

Mean
3.6816

Std. Deviation
.55726
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5.2 Hypotheses Testing
Hypothesis 1

H1 0 :

There is no relationship between leadership's characteristics and employees'
attitudes.

Hla:

There is a relationship between leadership's characteristics and employees'
attitudes.

Table 5.7: The analysis of leadership's characteristics and employees' attitudes within
new information technology system environment by using Pearson Product Moment

Correlations

I
Employees'
Attitudes within IT

Employees' Attitudes
within IT

Pearson Correlation

N
Leadership Characteristics

1

Sig. (2-tailed)

114

Pearson Correlation

.298*

Sig. (2-tailed)

.001

N

114

Leadership
Characteristics
.298*
.001

114
1

114

**. Correlation is significant at the 0.01 level (2-tailed).

The Pearson Conelation Analysis in Table 5.7 indicates that the significance of .001 is
less than .01 (.001 <.01), which means that the null hypothesis was rejected. Therefore,
there is a relationship between leadership's characteristics and employees' attitudes
within new information technology system environment at the .01 significant level.
Pearson correlations at the .298 means the leadership's characteristics and employees'
attitudes within new infomrntion technology system environment have a weak positive
relationship.
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Hypothesis 2

H2o:

There is no relationship between communication and employees' attitudes.

H2a:

There is a relationship' between communication and employees' attitudes.

Table 5.8: The analysis of communication and employees' attitudes within new
infom1ation technology system environment by using Pearson Product Moment

Correlations

Employees'
Attitudes within IT

Pearson Correlation
Sig. (2-tailed)

N
Communication

Employees'
Attitudes within IT
1

S!

Pearson Correlation
Sig. (2-tailed)

N

114
.630'!'
.000
114

Communication
.630*
.000
114
1

114

**. Correlation is significant at the 0.01 level (2-tailed).

The Pearson Correlation Analysis in Table5.8 indicates that the significance of .000 is
less than .01 (.000<.01), which means that the null hypothesis was rejected. Therefore,
there is a relationship between communication and employees' attitudes within new
information technology system environment at the .01 significant level. Pearson
correlations at the .630 means the communication and employees' attitudes within new
information technology system environment have a moderate positive relationship.

Hypothesis 3
H3 0 :

There is no relationship between training and employees' attitudes to new
infom1ation technology system.

H3a:

There is a relationship between training and employees' attitudes to new
information technology system.
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Table 5.9: The analysis of training and employees' attitudes within new information
technology system environment by using Pearson Product Moment
Correlations
Employees'
Attitudes within IT
Employees'
Attitudes within IT

Pearson Correlation
Sig. (2-tailed)

1

N
Training

'

Traininq
.536*

.536*

.000
114
1

.000
114

114

114

Pearson Correlation
Sig. (2-tailed)

N

**. Correlation is significant at the 0.01 level (2-tailed).

The Pearson Correlation Analysis in Table5.9 indicates that the significance of .000 is
less than .01 (.000<.01), which means that the null hypothesis was rejected. Therefore,
there is a relationship between training and employees' attitudes within new information
technology system environment at the .01 significant level. Pearson correlations at the
.536 means the training and employees' attitudes within new information technology

-

system environment have a moderate positive relationship.

Hypothesis 4

H4o:

There is no relationship between reward and employees' attitudes.

H4a:

There is a relationship between reward and employees' attitudes.

Table 5 .10: The analysis o freward and employees' attitudes within new information
technology system environment by using Pearson Product Moment
Correlations
Employees'
Attitudes within IT
Employees'
Attitudes within IT

Pearson Correlation
Sig. (2-tailed)
N

Reward

1

.580*
.000

114

Pearson Correlation

.580*

Sig. (2-tailed)

.000

N

Reward

114

114
1
114

**. Correlation is significant at the 0.01 level (2-tailed).
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The Pearson Correlation Analysis in Table5.10 indicates that the significance of .000 is
less than .01 (.000<.01), which means that the null hypothesis was rejected. Therefore,
there is a relationship between reward and employees' attitudes within new information
technology system environment at the .01 significant level. Pearson

correlatio~s

at the

.580 means the reward and employees' attitudes within new information technology
system environment have a moderate positive relationship.

Table 5 .11: Summary of hypothesis Testing

Hypothesis

Variables

Significance

Results

Leadership Characteristics and Employees'
Hlo

Attitudes within New Information
Technology System Environment
Communication and Employees' Attitudes

Reject
I.I

.001

Hl 0

~
~

I\

H2o

within New Infonnation Technology

;...""'

.000

...-'.

System Environment

Reject

2 l::l

H2o

~.

Reject

Training and Employees' Attitudes within
H3 0

New Information Technology System

.000

c::

Environment

New Information Technology System
Environment

H3o

I

Reward and Employees' Attitudes within
H40

·-

Reject
.000

H40
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Chapter 6
Summary, Conclusions and Recommendations

This chapter consists of three sections. The first section is the summary of findings,
which answers each of the question and hypothesis. The second section contains the
conclusions of the study. The final section is composed of the recommendations for the
top management not only of the Hatari Electric Co., Ltd. but also other companies. This
chapter also includes suggestion for further research.

6.1 Summary of Findings

~\ " Eff S / l"y

The purpose of this research was to examme the relationship between change
management in four factors as mentioned earlier, and employees' attitudes in the new
information technology environment. Based on the research conducted for this study,
the findings below are presented according to each research question.

Research Question I: What is the level of the employee's attitudes within the new
information technology environment in Hatari Electric Co., Ltd.?

Table 5 .6, shows the attitudes of employees in Hatari Electric Co., Ltd. The result of the
research indicates the employees' attitude within the information technology system
environment is 3 .6816. It indicates that respondents have quite good attitudes on the
current environment of the company.

Research Question II: Is there a relationship between change management factors
and employees' attitudes?

In this research, there are four hypotheses used to test the relationship between change
management factors and employees' attitudes in the new information technology
environment. The four factors of change management are leadership characteristics,
communication, training, and reward. Each factor is used to test the relationship with the
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employees' attitudes in the current environment of the company, which is the new
information technology system.

The result of this study shows that most of the respondents are male (54.4%) aged
between 21-30 years (60.5%). The majority of the respondents completed their
Bachelor's degree (51.8%). Most oft he respondents have a monthly income o fl ess
than 10,001 Baht and 10,001-15,000 at 35.1% equally.

According to Table 5.9 based on employees' mean responses, the highest level of
change management factors is leadership characteristics (3.8363). The second rank is
training (3.4860). The third rank is communication (3.4386). The lowest level is reward
(3.2807).

The summary of hypotheses testing in Table 5.11 indicates that there is a significant
relationship between change management factors and employees' attitudes to the current
environment of the company. Since the significant values of those are less than the set
criteria (.01), the null hypothesis is rejected. Moreover, the factor that most likely
affects employees' attitudes within the new environment of the company is
communication, followed by reward,

training, and leadership

characteristics,

respectively. The correlation coefficient for communication is highest at 0.630.

In addition, the findings show that all values of correlation coefficient in this study
indicate that there is a positive relationship. It means that the higher the level of change
management factors the company has, the higher attitudes of employees in the
information technology environment.

6.2 Conclusions
The result of the first hypothesis is consistent with Aziz's study (1999) that as
supervisor/manager's role in career development increases, employees' perception
towards career development system would also increase and vice versa. As Sewell
(2002) mentioned that the success of the change in any organization depends on the
executive's ability to anticipate and effectively deal with these personnel and the source

58

of their emotions. He mentioned that it is very important to understand and know the
impact of change on each employee.

The result of the second hypothesis is consistent with the study of Decker et al. (2001).
They placed communication improvement as a high priority because they understood
that effective communication decreases employee stress levels. Employees who
understand the reasons for implementing change, know why change is essential to the
survival of the company, and understand what aspects of their job will be different as a
result of the changes, that is less job-related stress during the process. Communication is
seen by many authors as the most effective way to combat resistance to change
(Cummings and Worley 1997; Larkin and Larkin 1998). It reduces resistance by making
known the facts about the change, what is involved and how people will be affected,
before rumours and misconceptions emerge. Communication should be bite-size,
informal facts-only chunks (Larkin and Larkin 1998). This serves to reduce uncertainty,
a major contributor to resistance of change (Robbins 1994).

The result of the third hypothesis is consistent with Aziz's study (1999) that there is a
strong positive significant correlation between employees' perception towards career
development system, and training and development the organizations. Sewell (2002)
explained that some types of organizational change, especially the kind built upon
enhanced or expanded technology, require formalized programs of education and
training. Such training is important to enhance the technical skills needed to handle both
the immediate impact of change, as well as its long-range effects. Educational efforts
can produce a greater understanding of the need for and the anticipated results of such
change. The key is an organized approach to ensuring that personnel throughout the
agency are prepared now for the future of their agency and their jobs.

The result of the fourth hypothesis is consistent with Aziz's study (1999) that if
organization reward system becomes better, employees' perception towards career
development system would also increase and vice versa. Wright and Noe (1996) finds
that rewards provide satisfaction to employees other than the job itself. Organizations
find that monetary incentives are really needed to motivate employees to put extra
effort. In order to attract and retain employees, organizations need to offer attractive
salary package compatible with employees' knowledge, skills and abilities.

Rewards,
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monetary and non-monetary should be something that employees perceive as desirable,
clearly linked to desired behavior, and equitable.

6.3 Recommendations
Today, electrical companies are operating in a progressive competitive environment. To
maintain the leader of market share, the company has to adapt and improve itself in both
production and management. In the production process, the company also obtained ISO
9001

in the manufacturing and ongoing to reach ISO 14001. Furthermore,

understanding of employees' attitudes in the current environment of the company is
very important in management. Since this company has changed into the information
technology system so it is very important to know the employees' attitudes in the new
infom1ation technology environment and which factors of change management affect
their attitudes.

The purpose of this research is to measures the relationship between change
management factors in terms of leadership characteristics, communication, training, and
reward, and the employees' attitudes within current information technology
environment.

Leadership Characteristics
cl.

*

There is a significant relationship between leadership characteristics and employees'
attitudes within the information technology environment of the company. From the
result of the study shows that leadership characteristics is a factor, which affect
employees' attitudes. Since the relationship is positive, the higher the leadership
characteristics, the higher are the employees' attitudes to the information technology
environment of the company.

Leadership characteristics should strongly be able to show the intention of information
technology change int he company to motivate employees. Leadership characteristics
should be able to support and convince employees so that they can adapt to the change
easily with low resistance.
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Communication

The result of this research also shows that there is a significant relationship between
communication and employees'

attitudes toward the information technology

environment of the company. It means that the communication inside the company
affects employees' attitudes. The communication in the company is quite good and it
also affects employees to have good attitudes to the current environment. The
correlation is positive means that the better communication is in the company, the
higher are the employees' attitudes to the information technology environment of the
company.

The communication should be simple, clear, frequent, and consistent to employees.
Moreover, the communication should not be one way but it should be the interactive
between encoder and decoder. It would be better to have an interactive communication
so that employees feel that they are a pat1 of the change, then they would commit
themselves to the change. Avenues for self-reflection through discussions and exchange
of ideas can lead to a positive change.
Training

There is a significant relationship between training and employees' attitudes toward the
current environment of the company. It means that the training is another factor, which
affects employees' attitudes. The correlation is positive means that the more appropriate
training in the company, the higher are the employees' attitudes within information
technology environment of the company.

Since the working environment of the company has changed to use the new infom1ation
technology system, the employees may have some curiosity and lack of knowledge
about the change. This may cause employees to resist the change but if the employers
acknowledge technical know-how training and provide necessary trainings to the
employees, the employees will earn more knowledge so they can work in a new
information technology environment of the company efficiently.

61

Training would be a very strong tool to lead the change, if it is used in the effective way.
Employees may feel that they have less knowledge on what the new system will be after
the change. If the employees don't feel confident in the work that has been assigned to
them, the change will be more difficult to succeed. To change their ideas about the
change, training is the important tool to let them discover how good the new system can
be. If the employees are well trained, the change will become more effective.

Besides focusing on the basic operations of the new information technology system and
basic applications, the training should be another important aspect. All staff training
programs should be allocated to time on the methodology of using the information
technology. Training should also focus on sophisticated tools and applications, which
support the development of thinking and problem solving skills. Another major obstacle
to be encountered by employees in adopting information technology is the lack of
knowledge and skills in selecting and using the technology tools that are appropriate for
their particular working area. The experiences with information technology in action can
positively influence the perceptions and views of employees. Staff training should also
emphasize the needs of technical personnel.

Reward

The result of the research also shows that there is a significant relationship between
rewards and employees' attitudes to the infonnation technology environment of the
company.

Reward is another important factor of change and it is a powerful motivation tool.
Employees will feel that they should have some reward when they do something
successful. Reward should be able to convince and motivate employees to keep on
improving their work. Employees will know that a 11 the work that they are trying to
improve have been recognized via the rewards. Reward is not only limited to money,
but in the survey, researcher found that employees are satisfied with the reward progran1
of the company.

Reward systems must be seen to be fair and equitable so as to provide performance
satisfaction among employees. Thus, the reward systems should offer several types of

62

rewards to increase the satisfaction of employees. Recognition of employees'
contribution through non-financial ways also provides internal motivation that will help
in making the change management system in organizations successful. Some examples
are praising, which is effective and highly desired by employees.

6.4 Suggestions for Further Research
There are many aspects of change management, which have not been extensively
researched. Information technology is one of them. Similar researches about employees'
attitudes will contribute to better understanding of the employees. This will help human
resource personnel and organizations to create a better understanding about the
characteristics and workforce.

This research has been conducted to investigate the relationship of change management
in terms of leadership characteristics, communication, training, and reward, and the
employees' attitudes within the information technology system environment in Hatari
Electric Co., Ltd. From previous research in the literature reviews, most of the change
management in companies was resisted by employees. So if the companies know and
understand their employees' feelings and how the change can influence them, it will
make top management know and understand more on how to adapt themselves toward
the employees.

*

*

This research was conducted in Hatari Electric Co., Ltd. -0nly. For further research, it is
possible to extended the study to other companies that have the same or the different
kinds of change management. As the employees working in different environment and
having different profile may have different attitudes. Not many studies on the impact
and benefits of information technology on organization have been carried out. The main
purpose of using information technology in organizations is to improve the work
performance of the employees. Certainly, research in this area will build interest and
convince employees to accept information technology in their working environment.

For a specific study, one may focus on training and development, supervisor's role in
organization change and reward systems in organizations, which will provide better
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insightful benefits to these areas, and help organizations improve their existing career
development programs.
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APPENDIX A : QUESTIONNAIRE
(ENGLISH VERSION)

QUESTIONNAIRE

The school of Business and Administration at Assumption University is conducting a survey
on the relationship of the relevant factors of change management; leadership characteristics,
communication, training, and reward and the employees' attitudes within new information
technology system environment. This research will help the company to realize and
understand more on your thinking. So researcher would like to ask you to participate in this
study by filling out all questions. For information you provided in this research will be kept
as strictest confidential.

PART 1: The relevant factors of change management in organization

Please complete questionnaire by:
5 = Strongly agree,
4= Agree,
3 =Neither agree or disagree,
2 =Disagree,
1 = Strongly disagree

Leader Characteristics

Your manager has the following characteristics:

4

3

2

1

1. Charisma

D

D

D

D

D

2. Inspiration

D

D

D

D

D

3. Attention

D

D

D

D

D

4. Intellectual Stimulation

D

D

D

D

D

5. Risk Taking

D

D

D

D

D

6. Innovative

D

D

D

D

D

Communication

5

4

3

2

1

7. I clearly understand the company's vision

D

D

D

D

D

8. I clearly understand the current status of company

D

D

D

D

D

9. I clearly understand the company's planning

D

0

D

D

D

D

D

D

0

D

0

D

D

D

D

D

D

0

3

2

1

10. My company communicate reason of change clearly to
understand
11. My company allow employee to feedback ideas in the
company situation
12. The communication with the new system is more
comfortable.

Training

~

D

~
.,_..

""

Q..

~

=
f/)

5

4

-

c::>

13. My company train employee about the new working

0

0

D

D

D

working system to let employee improve working skill. D

D

D

D

0

D

D

[]

D

0

D

D

D

D

D

system to let employee understand the work.
14. My company train employee about the present

15. My company always provides training to employee
frequently.
16. The person who train employee is expertness in
training.

Reward

5

4

3

2

1

D

0

0

D

D

0

0

0

0

D

D

D

D

0

0

D

D

17. My company fairly evaluates employee from
performance.
18. My company provides appropriate payment.
19. My company gives award for employee who has good
performance.
20. My company punishes employee who has bad
performance.

PART 2: The employees' attitude within new information technology system
environment in organization

Lists below are statements that represent attitude of employee that individual might have to
the new information technology system environment. With respect to your own attitudes for
which you work, please indicate the degree of your agreement or disagreement with each
statement in the following:

Please complete questionnaire by:
5 =Strongly agree,
4 =Agree,
3 =Neither agree or disagree,

"ERS1ry
()~

2 = Disagree,
1 =Strongly disagree

~

Q..

5

~

4

1

l:=-

1. The change of new information technology system is

carefully considered and well-planned.

,...

2

3

D

D

D

0

0

D

D

D

D

D

D

D

0

D

D

Reducing cost

D

0

D

D

D

Developing staff potential

D

D

D

D

D

D

0

D

0

D

D

D

0

0

D

0

0

0

0

0

2. The new information teclmology system in my
company is effective in:
Working environment
Improving efficiency of work

1at1~'6\

3. The information technology system gives me
opportunities to learn many new things.
4. I will try my best to assist my company to maintain
the information technology system.
5. Information technology system has enhanced the
information management of my company.

5

4

3

2

1

0

0

0

D

0

0

0

0

D

D

6. Infmmation technology system has enhanced the
image and goodwill of my company.
7. I really like and enjoy to work with the new information
technology system.

PART3: Background Information

1. Gender
o

Male

o

Female

2. Age
0

21-30

0

31-40

0

41-50

3. Level of education
o

High school or less

o

Associate or two years college degree

o Bachelor's degree

4. Income
0

Below 10,001

0

10,001-15,000

0

15,001-20,000

0

20,001-25,000

a 25,001-30,000
5. Department
o

Accounting & Finance

o

Personnel & General Affairs

o

Sales & Marketing

o Purchasing & Sourcing
o Research & Development
o Logistics
o

Quality Assurance
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APPENDIX C : RELIABILITY TEST

Reliability: Leadership Characteristics

****** Method 1 (space saver) will be used for this analysis ******

R E L I A B I L I TY A N A L Y S I S - S C A L E (A L P H A)

1.
2.
3.
4.
5.

6.

VARl_l
VAR1_2
VAR1_3
VARl_4
VAR1_5
VAR1_6

Statistics for
SCALE

Mean

Std Dev

Cases

3.3667
3.8333
3.8667
3.7000
3.8333
3.9000

.9643
.9499
.8604
.8769
1.0199
.8449

30.0
30.0
30.0
30.0
30.0
30.0

Mean
22.5000

Variance
14.4655

N of
Std Dev Variables
3.8034
6

Reliability Coefficients
N of Cases
Alpha=

=
.7773

30.0

N of Items= 6

Reliability: Conmunication

****** Method 1 (space saver) will be used for this analysis ******

R E L I A B I L I T Y A N A L Y S I S - S C A L E (A L P H A)

1.
2.
3.

4.
5.
6.

VAR1_7
VAR1_8
VAR1_9
VAR1_10
VARl_ll
VAR1_12

Statistics for
SCALE

Mean
19.8667

Mean

Std Dev

Cases

3.2000
3.4667
3.2000
3.3000
3.1333
3.5667

.9613
1.0080
.9248
.9879
1.1366
.9353

30.0
30.0
30.0
30.0
30.0
30.0

Variance
21. 9816

N of
Std Dev Variables
4.6885
6

Reliability Coefficients
N of Cases
Alpha

=

=
.8758

30.0

N of Items= 6

Reliability: Training

****** Method 1 (space saver) will be used for this analysis ******

R E L I A B I L I T Y A N A l Y S I S - S C A l E (A l P H A)

1.

2.
3.
4.

VAR1_13
VAR1_14
VAR1_15
VAR1_16

Statistics for
SCALE

Mean
13.4000

Mean

Std Dev

Cases

3.4667
3.5333
3.2333
3.1667

1.0743
1.0417
1.1043
1.1167

30.0
30.0

Variance
14.7310

30.0
30.0

N of
Std Dev Variables
3.8381
4

Reliability Coefficients
N of Cases
Alpha=

=
.9074

N of Items= 4

30.0

f,/)

'i

Reliability: Reward

****** Method

1 (space saver) will be used for this analysis

RE LI A B I LI T Y A N A L YS I S -

1.
2.

3.
4.

VAR1_18
VAR1_19
VAR1_20
VAR1_21

Statistics for
SCALE

Mean
13.6333

S C A L E (A L P H A)

Mean

Std Dev

Cases

3.3667
3.4667
3.4000
3.4000

1.0662
1.0080
1.0034
.8137

30.0
30.0
30.0
30.0

Variance
9.1368

Std Dev
3.0227

Nof
Variables
4

Reliability Coefficients

N of Cases =
Alpha=

.7756

N of Items= 4

30.0

f,/)

'i

******

Reliability: Employees' Attitudes Within IT Environment

****** Method 1 (space saver) will be used for this analysis ******

R E L I A B I L I T Y A N A L Y S I S - S C A L E (A L P H A)

1.
2.
3.
4.

5.
6.
7.

8.
9.
10.

VAR1_22
VAR1_231
VAR1_232
VAR1_233
VAR1_234
VAR1_24
VAR1_25
VAR1_26
VAR1_27
VAR1_28

Statistics for
SCALE

Mean

Std Dev

cases

3.5333
3.4000
3.4667
3.5000
3.5000
3.7333
3.9333
3.8667
4.1000
3.7667

.9732
1.0700
.8604
.8200
.8200
.8277
.8277
.9732
.6618
.8976

30.0
30.0
30.0
30.0
30.0
30.0
30.0
30.0
30.0
30.0

Mean
36.8000

Variance
34.3034

N of
Std Dev Variables
5.8569

10

Reliability Coefficients

N of Cases =
Alpha=

.8605

30.0

N of Items

= 10

