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Christian Korunka, Dieter Scharitzer, Frangois Sainfort,
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Most of the research dealing with the implementation of quality management principles in public
service organizations emphasizes organizational aspects of the organizational change. The goal of
this study is fo investigate the effects of the implementation of quality (New Public Management,

NPM) in a public service organization on employees’ strain and satisfaction. The study is designed
as an empirical examination of the ‘context-dependent approach’ (Edwards, Collinson, & Rees,

1998), suggesting that effects of organizational change depend on the context of the implementa-
tion, with organizational aspects (i.e. implementation strategies), job content and job context
dimensions as main predictors.

The study is realized in a single-case longitudinal design. The case consists of a large municipal
service unit responsible for the area’s public housing system. Organizational changes include a
comprehensive organizational restructuring process, the development of a new and consequently
customer-centered orientation, and a general process and quality orientation. The sample consists
of 217 employees. Measurements were taken before the organizational change, and in two stages of
the change process.

While the implementation of NPM was an organizational success (increase in customer satisfac-
fion), it was accompanied by increases in job strain, and, af the same time, mixed resulls in job
satisfaction. Lower qualified employees mainly responsible for the customer interface experienced
the organizational change most negatively. By means of structural equation modeling, the context-

dependent approach could be empirvically confirmed.

1 INTRODUCTION

In the last decade, total guality management, originally
stemming from the manufacturing sector, has greatly influ-
enced not only the private, but also the public service
sector. Often referred to as New Public Managerment (NPM),
typical TQM-related changes, which put a strong empha-
sis on customer orientation, process orientation and con-
tinuous improvement, are being implemented in an increas-
ing number of public service organizations (Edwards et al.,
1998). Most of the studies published so far emphasize the
organizational aspects of NPM, like the organizational
change processes and organizational outcomes. Although
it is widely accepted that changes are more difficult to
implement in the public sector (e.g. Robertson &
Sengviratne, 1995) and that quality-related changes put
high demands on the emplovees (¢.g. Hackman &
Wageman, 1995), there are very few empirical studies fo-
cussing on employees’ reactions to the NPM implementa-
tion. The goal of this study is to evaluate employees’
reactions (in particular, strain and job satisfaction) related
to the introduction of NPM in a public service organiza-
tion. Potential job and organizational resources to cope
with the organizational change are analyzed. The study is
designed and realized as a single-case longitudinal design.

1.1 RESEARCH BACKGROUND

In most of the Western countries there is a growing need
to change the goals and the organizational structure of
public service organizations. The organizations have to
become more flexible and innovative with a stronger em-
phasis on their customers’ expectations {(e.g., Drucker,
1988). As a result, many public service organizations expe-
rience significant organizational changes. NPM includes a
strong customer orientation, but other characteristics are
also similar to TQM-related changes (Damkowski & Precht,
1995). For instance, Haldemann (1997) describes the use of
management techniques (¢.g8., task decentralization and
delegation of competencies), quality and process control
methods, and the introduction of market elements, like com-
petition and contest, as elements characterizing New Pub-
lic Management.

Compared to private organizations, public service organi-
zations are not primarily driven by the market or by con-
sumer preferences, but also by a variety of constituent
groups. The “TQM-language™ of “customers” and “prof-
itability” does not easily transfer to public service organi-
zations which have a long history of centralized authority
and bureaucratic procedures. This cultural legacy is one of
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distinct “lack of staff empowerment’ (Moon & Swaffin-
Smith, 1998), which could make the process of cstablishing
TQM very difficult (Bendell, Boultner, & Kelly, 1994). Pub-
lic organizations are subject to a great range of rules, regu-
lations, and procedures. Also, the political nature of the
public arena influences organizational processes in public
organizations. Typical barriers to TQM include strong
stakeholder influences (e.g., Unions) and an organizational
culture resistant to organizational changes (Norgaard
Madsen, 1995). Compared to the private sector, changes in
the public sector are therefore more difficult to implement
(Robertson & Seneviratne, 1995).

Regarding the potential effects of New Public Manage-
ment initiatives on employees, models and experiences from
TQM can be used as general guidelines. Connor (1997)
notes that “...despite Demings’s call to the contrary, TQM
is remarkable silent on the people aspect of quality. [...]
TQM enthusiasts really just do not care about the people
who do the work — they care about customers, they care
about process improvement, they care about cycle time,
they care about performance, but people are only a means
toanend” Similarly, Moon & Swaffin-Smith (1998) state
that “customers, processes and employees are the three
legs of the TQM stool, but the employees leg is the one
most weakly addressed.”

According to Edwards, Collinson & Rees (1998), three dif-
ferent approaches to potential employee responses in the
context of TQM implementations can be distinguished. A
common feature of these approaches is that they are mainly
theoretically based, with only few empirical tests.

The first approach, mainly in line with the theoretical as-
sumptions of the ‘TQM-gurus’ (having in common that
they made only very general comments about employee
effects, (Thomas & Tymon Jr., 1997)), emphasizes the po-
tential for positive effects on employees. TQM should lead
to an increase in empowerment, more responsibility for
each employee, and therefore also to a higher organiza-
tional commitment and increases in job satisfaction.

The second approach supposes mainly negative outcomes
for the employees. The empowerment could in fact tighten
managerial control, with an increase in work intensification
as a resulting effect (McArdle, Rowlinson, Hassard, &
Forrester, 1995). From that point of view, TQM is not a
break from bureaucracy and control, but reinforces them,
with negative consequences for the employees (Webb,

1996).
An intermediate position, labeled by Edwards et al. (1998)

as ‘context-dependent approach’, characterizes the third
approach. From that point of view, neither general positive
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effects (like an increase of empowerment), or general nega-
tive effects (e.g., increase in work load) can necessarily be
expected from TQM implementations. Instead, the poten-
tial effects on the employees depend on the context of the
implementation, with organizational aspects (¢.g., imple-
mentation strategies, training) and job dimensions (job
contents and job contexts) as the main predictors
(Rosenthat, Hill, & Riccardo, 1997). If one transfers this
position to the public sector, with the generally more diffi-
cult implementation of quality management initiatives, it
could be supposed that contextual factors of the imple-
mentations are of even greater importance for employee
outcomes.

Most of the empirical studies regarding effects of the imple-
mentation of NPM emphasize organizational outcomes and/
or are realized in a cross-sectional design. Mani (1995) for
example describes the introduction of Total Quality Man-
agement in parts of the Internal Revenue System (IRS).
The introduction showed no significant improvement in
single indicators of productivity; however, the agency was
able to achieve significant improvemenis as to the internal
costs during the monitoring period. Mani (1995) also men-
tions the increased amount of integrative measures and
possibilities as having a positive effect on the staff.

Poister and Harris (1997) give a similar description of a
TQM implementation at a road administration office. The
organizational change brought about an improvement in
performance as well as an increase in job satisfaction and
work motivation. It is particularly interesting for the present
study that according to a path-analytical model these im-
provement result from training.

Both Rago (1996) and Connor (1997) come to the conclu-
sion that management personnel and staff are especially
important in regard to the far-reaching changes of organi-
zational culture in the public sector, which are necessary
for the successful implementation of quality measurements.
It is only through a comprehensive and adequate imple-
mentation of integrative measures, through concepts to
increase motivation and adequate training measures that
the success of organizational changes in the public sector
could be achieved in both cases.

Robertson and Seneviratne (1995) published what is prob-
ably the first meta-analysis in this field. The authors tried
to integrate all studies on organizationai changes in the
public and the private sector published until then in regard
to various success indicators. They confirm that organiza-
fional changes in the public sector are particularly difficult
to implement, and will, however, result in higher efficiency
once successfuily implemented. It is further noticeable that
net a single study about public services included in this
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meta-analysis recorded data about the quality of working
life of the employees!

Edwards et al. (1998) investigated the determinants of em-
ployee responses to TQM in six case studies, one of them
a public service organization. In terms of attitudes towards
quality and perceived change, the most ne gative results
were found in this organization,

In a single case study, Rosenthal et al. (1997) found only
minor general changes in employee reactions to the intro-
duction of quality measures in an organization. Training
related to the implementation was found to be one of the
most important predictors of employee outcomes.

The study presented here is, to our knowledge, the first
empirical longitudinal approach to investigate employee’
reactions to the implementation of NPM in an organiza-
tion. The study is based on the context-dependent model
as mentioned above, suggesting that employee reactions
to the introduction of NPM are determined mainly by the
organizational context of the implementation and by job
contents and job context variables as well. As employee
reactions to the organizational change, strain and job sat-
isfaction are investigated in this study. As an indicator of
the organizational success of the implementation, customer
satisfaction is evaluated.

Since the change process itself is expected to be a massive
stressor imposing strong adaptational demands on em-
pioyees (Matteson & Ivancevich, 1985), an increase in strain
isexpectedatlmstasashort-termeﬁectofthechange
process. Long-term strain effects are expected to depend
on the context of the organizational change and its per-
ceived success, as well as the impact of the change on job
and organizational characteristics,

Job satisfaction is an important dimension of employees
well-being in its own right. In relation to NPM it is also one
of the desired indicators of organizational success. A vast
amonunt of the service quality literature confirms the exist-
ence of strong links between customer satisfaction (one of
the most important success dimensions in TQM-related
changes) and job satisfaction, with perceived service qual-
ity as the connecting element (¢.g. Hallowell, Schiesinger,
& Zornitsky, 1996; Heskett, Jones, Loveman, Sasser, &
Schlesinger, 1994; Schneider, Brief, & Guzzo, 1996; Zeithamil,
Berry, & Parasuraman, 1996). Furthermore, increases in job
satisfaction are expected with increased employee empow-
erment (e.g. Cotton, 1996). Therefore, if an increase in cus-
tomer satisfaction is observable, we also expect an increase
in job satisfaction, which is fusther influenced by the con-
text of the organizational change.

Since employee strain and satisfaction are investigated, an
emphasis is given on resources (Frese & Zapf, 1988) used
in the context of the NFM implementation. The resources
include dimensions of the organizational change process,
Jjob content and job context variables. Resources can be
thought of as the elements of the job and/or the organiza-
tion that help to mediate or moderate the impact of work
and organizational changes on the individual. These re-
sources are the positive elements of the job and/or the
organization that, according to the Balance Theory (Smith
& Carayon-Saintfort, 1989), can help to compensate or bal-
ance out the negative elements.

Resources of the organizational change process include
passive and active participation measures, the perceived
quality of training, and the perceived quality of the project
organization of the implementation process.

Employee participation, although hardly ever explicitly
mentioned by the TQM pioneers, is highly compatible with
TQM concepts (Hackman & Wageman, 1995). It facilitates
enhanced control and is one of the most important organi-
zational resources (¢.g. Frese, 1991). Employee participa-
tion was also found to be a relevant organizational resource
in our earlier longitudinal studies (Korunka, Weiss, Karetta,
& Huemer, 1995). Following earlier studies, we differentiate
‘active’ participation, i.e., the inclusion in decisions regard-
ing the implementation, from ‘passive’ participation, i.e.,
receiving information about the change process.

Training is also to be regarded as an important resource of
organizational change (e.g. Kolb, 1984) and plays a promi-
nent part in the context of TQM implementations (Hack-
man & Wageman, 1995).

The perceived quality of the project organization was found
in our earlier stdies to be a further resource of organiza-
tional change (Korunka, Weiss, & Karetta, 1993). Perceiv-
ing the organizational change as well organized increases
the trust employees place in the change process and there-
fore the change itself.

Regarding job content dimensions, task identity and job
control are widely accepted as important resources, Task
identity is one of the core dimensions in the job character-
istics theory (Hackman & Oldham, 1976) and a widely ac-
cepted dimension in the German tradition of work psychol-
ogy (e.g. Hacker, 1997). Job control was found in a number
of studies asa particularly important job content resource
(e.g. Carayon, Jarvenpai, & Hajnal, 1993). Finally, regard-
ing job context resources, role clarity and social support at
work are included in the research model. Both dimensions
are well-known potential stressors and/or resources of the
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Job context (e.g. Cooper & Marshall, 1976). Figure 1 shows
the research model as investigated in this study.

We expect that potential change in employees’ strain and
job satisfaction be widely determined by the organizational
context, job content, and context factors of the NPM imple-
mentation investigated. '

2 METHOD

2.1 THE ResEArRcH Casg

The organization investigated is a municipai service unit
of a city in Austria. The unit is responsible for the area’s
public housing system. Originating from a “typical’ hierar-
chical public organization with detached and bureaucratic
contacts to their customers, the organization is on its way
to quality management. Changes include a comprehensive
organizational restructuring process, the development of a
new and consequently customer-centered orientation, an-
tonomous budget responsibility, team leadership, an in-
centive system and a general quality orientation. Within
three years, nine ‘customer service centers’, each with au-
tonomous responsibility for a specific geographical area,

will be opened. This results in nine project parts to be
carried out in rapid succession.

At project take-off the organization in its initial state can

be described by the following characteristics:

® The organizational structure is strictly hierarchical,
thus reflecting the general nature of public adminis-
trative authorities in Austria.

¢  Several contacts are in charge of tenant care.
There are customer representatives dealing with the
problems of tenants in the public housing estates on
site. They are supported by a large back office render-
ing both technical and administrative services. Atthe
point of depariure the relationship between central-
ized and decentralized administration conveys an im-
pression of slightly inefficient and sometimes ineffic-
tive problem-handling and problem-solving; o

*  There are no clear-cut divisions of competencies in
decision-making, and awkward problem-solving '
processes result from the separation of the adminis-
trative and technical units;

¢  The municipal property management unit is experi
encing the growing general pressure on the public

—» [time]

change process: implementation of new public management

job resources: or .
g. resources:
control information, training
task identity perc. change
roles, support
' management
} o
!
F
employee reactions: ! employee reactions:
Jjob satisfaction, strain 2 | job satisfaction, strain
(baseline) . short/long-term effects
!
|
v |

organizational
SUCCess:
customer
satisfaction

Figure 1: Research model for the longitudinal study (context-dependent approach)
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sector: greater market orientation (reflection of true
costs, a service-centered approach, citizen-oriented
attitudes) is called for;

» Dissatisfaction among tenants of public housing es-
tates is increasing visibly as citizens who benefit
from a variety of services rendered by profit-oriented
enterprises demand similar performance on the part of
the public sector;

e  Moreover, political intervention on the community
level is rising because politicians are interested in
improving the poor image of the public sector in
public opinion.

After an exhaustive analysis and diagnosis of the basic

situation, elected decision-makers and project managers

formulated clear expectations which the change manage-

ment process was to live up to. The primary goals linked
with the new structure in the municipal property manage-
ment unit can be summarized as follows:

s A more customer-centered approach in the administra-
tion; to monitor the quality of service perceived by
tenants, appropriate indicators were to be determined
by means of customer-satisfaction research.

s Anacceleration of processes; expedient, competent and
adequatc solutions were to be provided when handling
requests of tenants or applicants for apartments under
the public housing program.

s An improvement of internal cooperation in the cus-
tomer service center, especially between the manage-
ment, administration, technical support and customer
care units, with continuous further improvement mea-
sures.

More efficient deployment of human resources.
Formerly decentralized services are brought together
in a joint location from which all activities are coordi-
nated. The customer service center is at the same time
designed to serve as a contact point for tenants so that
the division of spaces and furniture were planned in
such a way as to meet the requirements of customer
access.

s An additional change for employees was the introduc-
tion of a new information technology system. There-
fore, comprehensive software training was necessary
for most of the staff, especially in the service unit, where
the work had been carried out without the assistance
of a computer in the past.

All things considered, it can be stated that the restructur-
ing of organizational build-up and work-flows as exempli-
fied in the municipal property management unit is a mas-
sive intervention in existing organizational structures.

2.2 RESEARCH DESIGN

The study was realized as a single case study in a longitu-
dinal research design. Measurcments were taken at three
points in time:

baseline (10): At least 1 month before the onset of the
organizational change; At this stage employees were only
informed, but widely unaffected in their daily work by the
planned organizational changes.

First change measurement (t1). Data were collected about
two months after the opening of the new customer service
centers; This measurement reflects therefore short- to me-
dium-term effects of the organizational change.

Second change measurement (12): For this measurement
data collection occured about one year after the organiza-
tional change. Therefore the measurement reflects long-
term effects of the organizational change.

At each of the three measurements, employees were asked
to fill out questionnaires at their working places. To gnar-
antee confidentiality, a code number was used to link the
three measurcments of each employee together. '

In addition to the employee measurements, “objective” char-
acteristics of the change management were evaluated by
observations and interviews based on our experience in
carlier studies (e.g. Korunka, Zauchner, & Weiss, 1997b).
Interview partners were the managers responsible for the
change project and employee representatives.

Customer satisfaction measurements were carried ont at
about the same time as the second change measurement

in each customer service center.

2.3 SAMPLE

The research sampie for this study consists of all 224 em-
ployees from the first four customer service centers, which
were opened over an 18 months period. Each center is
responsible for public housing matters of a defined area
and consists of 50-60 employees. While study participa-
tion was strictly voluntary, only seven employees refused
to participate in the study. Therefore, the sample at the
onset of the study (t0) consisted of 217 employees. The
sample was reduced to 206 employees at measurement t1
and 183 employees at measurement t2. Reasons for the
sample reduction were internal transfers and retirements, A
total of 185 complete data sets at t1 and 161 complete data
sets at t2 were available for statistical analysis.

Based on the interviews, observations, and written infor-
mation abou the organizational structure, the following
four job categories are clearly distinguishable in the orga-
nization:
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- Management functions (n=30): These employees carry out
administrative tasks within the office. Leadership respon-
sibilities and a certain amount of decision authority are part
of the job profiles. With regard to the organizational change
these employees have a high level of expectation because
they were selected for future leadership functions and there-
fore expect an enhancement of their status.

Administration (n=64): “Typical’ clerical jobs on middle
levels of qualification are performed by these employees.
Inciuded are administrative tasks, correspondence,
accoutancy and customer contacts.

Technicians (n=68): These employees perform technical
tasks, mostiy outside of the office. Qualification levels are
similar to the employees with administrative tasks.

Customer representatives (n=44): Compared to the previ-
ous groups, these employees have the lowest levels of
qualifications. Job duties include on-site customer contacts
and some administrative work. A strong effect of the orga-
nizational change on this group of employees has to be
expected: Apart from stronger integration in the organiza-
tional processes and thus more external control over their
work, considerable changes in job demands (e.g., first-time
computer use, new forms of collaboration) are expected.
For customer satisfaction measurements we collected data
from all customers who visited the service unit within a
period of two weeks time (180-200 customers in each cus-
tomer service center),

2.4 INSTRUMENTS

Strain and job satisfaction were measured with instruments
already used and proven to be useful in our earlier studies
(Korunka et al., 1993; Korunka et al., 1995):

Perceived strain is measured with a German-language ques-
tionnaire (Weyer, Hodapp, & Neuhzuser, 1980, 1982;
subscales, “subjective stress”, “relaxation deficits”) and
an emotional state questionnaire, developed in our earlier
studies (subscales. emotional strain, tiredness). The job
satisfaction measurement is based on an instrument devel-
oped by Neuberger (1976). For the following analysis, the
Job satisfaction dimensions “satisfaction with job con-
tents”, “satisfaction with working conditions” and “satis-
faction with the organization™ arc included.

Perceived job resources (content: ‘task identity’ and ‘job
control’; context: ‘role clarity’ and ‘social support at work’
were measured using the German-language translation of a
questionnaire developed by Sainfort et al. (submitted) and
employed in similar studies in the United States (e.g.
Carayon, Schmitz, & Newman, 1998)).
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Perceived organizational resources were measured with
an instrument developed for this study. The instrument is
based on an interview gnideline developed in one of our
earlier studies (Korunka, Weiss, & Zauchner, 1997a) and
consists of the dimensions ‘active participation in the or-
ganizational change’, ‘passive participation in the organi-
zational change (information)’, ‘perceived quality of train-
ing’, and ‘perceived quality orientation of the organiza-
tion’ (sce table 1).

All the measnrement scales had adequate reliability scores,
ranging from .73 for the scale of social support to .92 for
the scale of tiredness (see table 1).

Customer satisfaction was measured by a multidimensional
approach developed by Scharitzer (1994). The question-
naire includes items covering the over-all ratings of cus-
tomer satisfaction and perceived service quality, and single
items covering different service quality dimensions as ex-
perienced by the customers in concrete service encoun-
ters.

3 RESULTS

To evaluate general effects of the organizational change, .
MANOVAs were performed (Independent factor: job cat-
egories; repeated measurement; time). Because job satis-
faction, strain, and customer satisfaction are independent
measures, separate MANOVAs were calculated. These
analyses were conducted with the complete data sets avail-
able at the second change measurement.

To evaluate the effects of organizational and job resources
on the changes of job satisfaction and employee’s strain
by the organizational change, structural equation model-
ing (SEM) was chosen as an appropriate tool for statisti-
cal analysis. This approach allows a comprehensive test
of the model as shown in: figure 1. All computations were
performed using LISREL 8.14 (Jreskog & Strbom, 1993b),
with covariance matrices as input and using maximum like-
lihood estimations. Parametric assumptions were mostly
fulfilled. Because longitudinal data are used for these
analyses, a determination of ‘true’ causal relationships is
possible (temporal asymmetry). To evaluate effects of job/
organizational resources for the potential maximum of em-
ployee reactions, SEM analyses were performed with the
data available at measurement t1. This has a further ad-
vantage of a larger data base and a smaller number of
relations analyzed, thercby improving the degrees of free-
dom.
3.1 CHARACTERISTICS OF CHANGE MANAGEMENT
AND JOB CATEGORIES

The professional quality of project organization of the or-
ganizational change has to be categorized as relatively
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scale/ number |Measuredat |Alpha [Mean [S.D. |Source
dimension of items .
JOB STRAIN
perceived job stress 16 tt1LA2 78 47.23* [25.30 |Weyeretal., 1980
relaxation deficits 10 vt/ 32 25.80" [23.32 | Weyeretal., 1980
emotional strain 8 Wt/ 91 37.71° [1647 |Korunka & Wolf, 1993
tiredness 8 /L2 92 3041° [1593 |Kormka & Wolf, 1993
JOB SATISFACTION
job contents 1 to/t1/2 - 77.00° {20.86 |Neuberger, 1976
working conditions /142 - 56.71* |26.94 |Neuberger, 1976
ofganization 1 Vtl/e2 - 56.32° |23.53 |Neuberger, 1976
RESSOURCES: JOB
role clarity 4 2 80 7404  [15.35 |Sainfort, 1997
job control 14 /2 82 5342 |13.50 |Sainfort, 1997
identification 4 Ve 88 7143 119.00 |Sainfort, 1997
social support 4 11793 73 74.67 |16.59 | Sainfort, 1997
RESSOURCES:
ORGANIZATION
active participation 1 t1 - 1784 [18.34 |development
passive participation 1 tl - 68.49 (2781 |development -
(information) .
perceived quality of 1 tl - 5972 |1549 |development
change management .
perceived quality of 5 tl 83 6494 |17.31 |development
-
perceived quality 3 tl 82 67.83 |15.50 |Sainfort, 1997
orientation of the org.
Remarks:
a...Means and Standard Deviations at t0

Iable I: Scales and dimensions used for statistical analyses

low. Beside simple phase schedules and rough time out-
lines, no appropriate project tools (e.g., responsibility ma-
trices, definition of project milestones) are used. In addi-
tion, project steering measures were hardly used.

Efforts were made to inform the employees about the orga-
nizational change (e.g., written information was givenina
booklet published regularly, i.e. every 2 months), but the
employees had almost no opportunities to actively partici-
pate in the change process. The elements and the time
schedule of the change process (e.g., new work organiza-
tion, training contents and training dates) were almost com-
pletely designed by the project managers in charge.

Training programs during the first phase of the change
process consisted of a three-day team development train-
ing, followed by a two- to three-day software traifiing. The
team development training consisted of ‘typical’ elements
of a quality-related training, e.g., an active-leamning pro-
cess with a strong emphasis on teamwork and on customer
values.

Figure 2 shows the evaluation of job resources (t0) and
organizational resources (t1) of the employees in the four
Job categorics. A significant interaction was found between
job categories and the evaluation of job/organizational re-
sources (MANOVA; interaction job categories x job/orga-
nizational resources: F=1.73, p=.021).
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Data show similar patterns of resources experienced by
the employees in the four job categories. The most posi-
tive evaluations were in the job dimensions, except job
control and to a lesser extent role clarity, compared to the
evaluation of organizational resources. Ag expected from
the interview and observation data, active participation
measures were scarcely perceived by the emplovees.

In most of the indicators, the management perceived higher
resources, compared to the administration and service rep-
resentatives groups. Significant differences between the
four groups were only found in the evaluations of job re-
sources.

A comparison of the evaluations of Jjob resources at t0 and
€2 showed a statistical trend towards a decrease over time,
(F=2.34, p=.06). Post-hoc analyses (linear contrasts)
showedsigniﬁcantdecreasesinallindimtorsinthegrmlp
of service representatives and also in ‘task identity’ in the
group of administrative workers, whereas both manage-
ment and technicians showed widely unaffected job re-
sources over time.

3.2 OUTCOMES OF ORGANIZATIONAL CHANGE:
EMPLOYEES

The correlations across job categories between Jjob strain
indicators and job satisfaction indicators are in 2 range of
=06 and -39, confirming therefore to a great extent an inde-
pendence between these two groups of indicators. Figure
3 shows the results of the strain measurements in the four
job categories,

The MANOVA indicated no effect of job category (F=1.02,
P=.38), significant effects of time (F=4.20, p=.015) and strain

measurement (F=66.6, p=.000), and a significant interac-
tion between job category and time (F=3.02, p=.007), only.

Post-hoc-analyses (Spjotvoll-Stoline tests) revealed a si g-
nificant increase in strain over time between t0/t1 and t0/12.
Linear contrasts showed that this increase is based on
significant increases in the job category of service repre-
sentatives in all strain indicators between t0/t1, and also in
perceived stress, emotional strain and tiredness between
t0/t2; and an increase in tiredness for the administration
Job category between 10/t1 and 10/t2.

As expected, the organizational change was accompanied
by an increase in job strain. Since there is no retumn to the
baseline (pre-change) values observable at 2, this increase
may not be just an effect of the organizational change it-
selﬁbNalsoaneﬁeaofpmmqnemchangesmjoband
organizational characteristics. '

Figure 4 outlines the changes in the three job satisfaction.
indicators over the observed time period. :

The MANOVA indicates a statistical trend for differences
between job categories (F=2.64, p=.051), a significant ef-
fect of time (F=5.06, p=.006), a significant effect of "job sat-
isfaction measurement (F=80.41, p=.000), and significant
interactions between job category and time (F=3.17, p=004),
between time and job satisfaction measurement (F=13.32,
p=-000), and between job category, time, and job satisfac-
tion measurement (F=2.14, p=.012).

The post-hoc analyses (Spjotvoil-Stoline tests) confirm a
general increase in job satisfaction from 0 to t1, a signifi-
cant difference between the job categories ‘management’

task identity

job control
role clarity} -

sotlal support

100 ; Y
g0 [%Ofmax] : ' PP S O W | L LY U
80 |-—-A .. i0D content/context ' : organization .
70 - : _g i s ]
S0 F — i e e T
40 |- ~O0— management (1) |—1
30— 324 - —— administration (2) |-
20 f—bee—e —e— sarvice rep 3 e
S 10 J) 2SS S .{ —»— technicians (4) ..
° z
T
E
2
£

quality of change ma
quality of training

Figure 2: Evaluation of Job resources (t0) and organizational resources (t1) by the employees in
the four job categories. Numbers indicate significant differences in post-hoc comparisons
(Spjotvoll-Stoline-tests, p<.05) All scales are transformed to a range 0-100.
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Figure 4: Changes in the job satisfaction indicators, separated for the four job categories. All

scales are transformed to a range 0-100.

and ‘service representatives’ (lower values in the group of
service representatives), and significant differences be-
tween the job satisfaction indicators (highest job satisfac-
tion with the job contents, lowest job satisfaction with the
organization).

Linear contrast analyses revealed an increase in satisfac-
tion with working conditions in all job categories except
the service representatives between t0/t1 and t0/t2, an in-
crease in satisfaction with the organization in the group of

technicians between t0/t1 and t0/t2, a decrease in satisfac-
tion with job contents in the group of service representa-
tives between 10/t1 and 10/12, and a decrease in satisfac-
tion with the organization for this group as well between
tl/e2.

Since the organizational change led to a noticeable increase
in customer satisfaction, a general increase in job satisfac-
tion was expected.
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However, in the job category of service representatives
the organizational success was not accompanied by the
expected increase in job satisfaction. Actually, significant
decreases were observed in this group of employees in the
job satisfaction indicators.

3.3 JOB AND ORGANIZATIONAL RESOURCES FOR
EMPLOYEES’ STRAIN AND SATISFACTION

To evaluate the effects of job and organizational resources
for changes in employee’s strain and satisfaction, the re-
search model (fig. 1) was tested using structural equation
modeling, separately for strain and for job satisfaction.
Since the strongest effects in cmployee outcomes were
observed in both groups of dependent variables at t {with
no or little changes between t1 and 12), the models were
calculated for the t0/t1 data. Becanse of the low level of
active participation, this variable was exciuded from the
analyses.

Model 1 (Job strain): Figure 5 shows a graphic representa-
tion of this model with the completely standardized param-
eter estimates (all £-values are significant at p <.05).

To optimize model fit, some theoretically meaningfil re-
sidual correlations were freed (positive correlation of the
residuals of the two job stress scales and the two psycho-
logical state-scales and farthermore, a positive correlation
of the residualsofthcfourslminindimtorscvertimc, which
isa typical pattern for repeated-measures models (Joreskog
& Sorbom, 1993a)). The model provides a reasonable fitto
the data:

Chi*(78, 1=185)=94.38 (p=10);

GFI=0.94, NFI=0.91, CF1=0.98, SRMR=0.05,

Therefore, for job strain, the proposed contexmal model of
NPM-changes could be confirmed: Job strain of employ-
ccs was affected by their job resources, with role clarity
and job control as the most important single dimensions.
Job strain related to the organizational change was affected
by the ‘baseline” of job strain (before the organizational
change), and organizational resources of the organizational
change process, with passive participation {information)
as the most important single resource.

Model 2 (job satisfaction); Figure 6 shows a graphic repre-
sentation of the job satisfaction model (all f~values were
significant except the path between the two latent job sat-
isfaction dimensions). Again, to optimize model fit, some
meaningful residual correlations were freed (a positive cor-
relation between job satisfaction with the job content and
the organization, positive correlation of the residuals of
the three job satisfaction indicators over time).

This model shows a lesser but still satisfying model fit;
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Chi? (56, n=185)=59.94 (p=.33); GFI=0.95, NFI=0.91,
CFI=0.99, SRMR=0.045.

Since the t-value between job satisfaction at t0 and job
satisfaction at t1 is not significant, the proposed model
could only be partially confirmed: Job satisfaction before
the organizational change was influenced by job resources,
again with role clarity and job control as the most impor-
tant single dimensions. Although, job satisfaction after
the opening of the customer service centers seemed to be
mainly affected by organizational resources, again with
passive participation as the most important single dimen-
sion. ,

THE SUCCESS OF THE ORGANIZATIONAL
CHANGE! CUSTOMER SATISFACTION

To evaluate the success of the change management pro-
cess from the customers point of view, we computed satis-
faction ratings for each customer service center. In addi-
tion, an importance-performance analysis was done to give
management feedback about priorities for future steps to
improve quality in the customer service centers.

3.4

Results from these analyses proved the change manage-
ment process to be a success at the customers side. Cus-
tomers of the service centers gave highly positive Tatings
for the service provided by the employees. Ratings on the
overall quality questions and indicators indicated a sig-
nificant increase in loyaity to the municipal service pro-
vider. A further prove for the successful implementation of
a more customer focused service strategy was that most of
the customers perceived positive effects of the organiza-
tional change with regard to their specific service needs.

4 DISCUSSION

As expected, the introductior of new public management
was accompanied by an increase in employee strain. Since
this increase was observable also at the second change
measurement, it scemed not only to be an effect of the
adaptational processes required by the organizational
change, but also a longer-lasting effect of the introduction
on NPM in this organization. An increase was also observ-
able at least partly in job satisfaction, confirming the ex-
pected relation between customer satisfaction and job sat-
isfaction. The structural equation models confirmed a ‘con-
text-dependent’ view of NPM with regard to emplovee out-
comes (Edwards et al., 1998): both changes in strain and
Job satisfaction seemed to be dependent on contextual
factors of the organizationai change.

The custorner satisfaction data indicated a clear success
of the organizational redesign. Therefore, it can be con-
cluded that the municipal service unit under scrutiny is on
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estfimates

its right way to a more customer oriented service organiza-
tion.

Before discussing the results in more detail some method-
ological remarks need to be made. First of all, since a single-
case longitudinal approach was used in this study, one
has to bear in mind the advantages and disadvantages of
such a research strategy. The four customer service cen-
ters were opened within an 18 months period, with more
than a year observation time in each of the four centers. As
a consequence a large number of contacts with the re-
search site were necessary to collect the longitudinal data
with numerous interviews, informal talks and observations
on a regular basis as a side-effect. We think that this ap-~
proach allows a more in-depth understanding of the obser-
vations. However, at the same time, one has to bear in mind
the potential threats to internal validity from this research
strategy. Particularly, one has to be very careful to general-
ize results based on a single-case study. The fact that study
participation was nearly 100% and the variety of measure-
ments and observations allows for a comprehensive de-

scription of the organizational change and its cutcomes
for the particular organization, with strong restrictions in
generalizing the results. On the other hand, the job con-
tents of the employees in the organization represent a range
of “typical’ job profiles in a public service organization.
The organizational change itself could be described as a
‘typical’ and comprehensive case of organizational rede-
sign in a public organization. Furthermore, we tried to take
other potential threats to internal validity into account by
the selection of instruments appropriate for longitudinal
measuremenis, the selection of the measurements inter-
vals, and the careful control of external influences.
Therefore, at least some cantious generalizations of the
results should be possible.

If one compares the previous status-quo of the organiza-
tion with the far-reaching goals of the organizational rede-
sign, from an ‘objective’ point of view the organizational
change has to be described as a massive organizational
intervention. Therefore, a more well-managed change man-
agement should have been desirable. However, compared
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to private services, public service organizations can be
described by an organizational culture characterized by a
great range of rules, regulations and fixed procedures
(Rainey, 1983), rigid bureaucratic structures that can in-
hibit organizational change (Robertson & Seneviratne,
1995), and generally less organizational changes. One can
suspect therefore that the poor professional quality of the
organizational redesign is an outcome of the limited experi-
ence with organizational change processes in a public ser-
vice organization. However, with regard to the inflexible
organizational structures in public organizations, there is
an especially strong need for a highly professional change
management. , -

Active participation, by definition an element of a quality-
related change processes, was in fact nonexistent in this
organization. This provides further evidence that public
service organizations can be typically found at the very
beginning of a long process of organizational redesign.
From the employees’ perspective, active participation is
not only an element of NPM to reach organizational goals,
but also a strong resource to prevent potential negative
outcomes of an organizational change (Korunka et al.,
1993). There were at least observable attempts for passive
participation, i.e: to inform the employees about the orga-
-nizational changes. From an ‘objective’ perspective, these
attempts should have been sufficient to inform the em-
ployees comprehensively about the planned changes, al-
though the perceived degree of information did not indi-
cate that the employees felt sufficiently informed. Again,
this sign of mistrust in top management from the employ-
ees’ perspective, is a farther indicator of an organizational
culture often found in public service organizations, there-
fore making the implementation of such organizationat
changes difficult.

The significant nature of organizational change is also re-
flected in the training needs of the employees, which in-
cluded not only quality-related aspects, but also the ac-
quisition of skills related to a new information technology
(IT) system. For some of the employees this was the first
use of an IT system.

The members of the four job categories perceived the char-
acteristics of the organizational change in a similar matter.
As noted above, both the ‘objectively’ sufficient informa-
tion and the ‘objectively’ weak quality of change manage-
ment were perceived similarly and both only slightly posi-
tive, indicating a general negative perception of the change
process (which was also confirmed by numerous informal
discussions).

Both management functions and administration are typical
job categories found in most public organizations. The job
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category of techmicians is specific for a public housing
agency with a task profile defined by the needs of the
maintenance of apartment buildings. The most important
category in this organizational change is the group of ser-
vice representatives, characterized by frequent and intense
customer contacts and a comparatively low qualification
profile. Compared to the other groups the service repre-
sentatives showed the most unfavorable perception of job
content and job context dimensions with a further decrease
as a result of the NPM introduction. The service represen-
tatives showed not only the most negative job characteris-
tics, but also the highest increases in job strain and, com-
pared to the other job categories, decreases in job satisfac-
tion due to the NPM introduction. Therefore, the service
representatives could be described as the “losers” of the
organizational change. If one takes into consideration the
fact that the service representatives are responsible for
most of the customer contacts in the organization, the nega-
tive outcome in terms of employee reactions in this group
could also endanger, at least in the long run, the organiza-
tional success of the NPM implementation. It has to be
noted that with regard to the massive planned changes at
the customer interface of the organization it was predict-
able already before the organizational changes that the
customer representatives had the most massive changes

to expect.

A cautious generalization of this result would lead to the
conciusion that those employees with a high number of
direct customer contacts in public service organizations
are a group whose needs should be especially taken into
consideration when planning and realizing a quality-te-
lated organizational change.

As expected, an increase in job strain was observable as
an effect of the organizational change. This increase seems
to result from the implementation as well as from the orga-
nizational change itself, and it is accompanied by a partial
increase in job satisfacticn. Thus, one could speculate that
an increase in job strain is the ‘price’ to pay for the suc-
cessful introduction of quality management in a public ser-
vice organization, at least when the change process itseif
is not realized in a highly professional way.

Since the organizational change led to substantial positive
effects on customer satisfaction, the observed increase in
job satisfaction was expected. A deeper look on the job
satisfaction indicators shows that the increase in job satis-
faction is composed of a strong increase in the satisfaction
with working conditions, at least a slight increase in satis-
faction with the organization, and no changes in the satis-
faction with job contents. The latter was expected since
the organizational change led to some changes in the job
coniexts (e.g., more teamwork), but only marginal changes
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in the job contents of the employees. Reasons for the com-
paratively strong increase in satisfaction with the work
conditiens could be the improved conditions in the new
customer service centers, but at least partly also the im-
provements in customer interactions. Furthermore, the
slight increase in satisfaction with the organization could
have been triggered by improved customer relations. Since
the increase in job satisfaction seemed to be stronger in
short-time effects of the organizational change, and at the
same time the increase in job strain seemed to be a longer-
lasting effect, one could speculate that an extension of the
observation period could show a return of job satisfaction
to baseline values and therefore in the long run Jjeopardize
the organizational snccess.

If one summarizes the results discussed so far, a picture of
a fragile organizational success pattern emerges, with po-
tential decreases in employee well-being as a threat for a
longer-lasting and stable organizational success. A deeper
look at the contextual resources of the organizational
change could therefore help identify resource patterns
which may lead to a longer-lasting organizational success.

At least for employees’ strain the contextual resource model
could be confirmed. The SEM fit indices suggest a nice fit
of the data with the proposed model, with all observed ¢-
values significant and all relationships in the expected di-
rections. Therefore, resources in job content and job con-
text and organizational change dimensions could help re-
duce the increase in job strain induced by the organiza-
tional change. It could be again confirmed that job control
seemns to be an especially important job content dimension
(see also Carayon, 1995). Data indicate further that, com-
pared to social support at work, role clarity is the more
important job context resource with regard to job strain in
the case of NPM changes. It is interesting to note that
changes in the management of public organizations put
forward the issue of role clarity, instead of social support.
The occupational stress literature has consistently identi-
fied social support as an important resource. Our study
suggests that role clarity can be even more important than
social support as a resource that employees can use to
deal with organizational changes, such as NPM. NPM chal-
lenges the structure of public organizations and the roles
of organizational members. In this context, clarifying the
roles of the different employees is very important.

As noted above, active participation measures were miss-
ing in this case of organizational change. Besides active
participation, which is obviously not only an effective or-
ganizational resource related to organizational change and
should be part of any quality-related organizational change,
data confirmed also the important fimction of passive par-
ticipation (i.e. information) as an organizationat resource.
However, in the observed organization it seemed that suf-

ficient information was provided by top management, but
not adequately received by the employees. Therefore, it is
not only important to provide information, but to guaran-
tee and check that the information is perceived by the em-
ployees as initially intended.

Although satisfying fit indices emerged, the contextnal
resource model regarding job satisfaction could only be
partially confirmed, because of the insignificant f-value in
the path from baseline job satisfaction to job satisfaction
at t]. This somewhat unexpected result suggests an inde-
pendence of two consecutive iatent job satisfaction di-
mensions, of, in other words, strong and independent in-
fluences of organizational and job resources on job satis-
faction at different points in time. Similar to the previous
model, the most important resource dimensions were job
control, role clarity, and information. Compared to the job
strain model, the organizational resources seem to have an
even stronger effect on job satisfaction after the organiza-
tional change.

All in all data indicate a confirmation of the context depen-
dent approach (Edwards et al., 1998). Quality-related orga-
nizational changes in public service organizations do.not
necessarily lead to only positive employee effécts (em-
powerment) or only negative effects (work intensification).
Rather, the directions and magnitudes of the effects seemed
to be influenced by both job and organizational contexts
of the organizationai change. Our data suggest further that
the long-term organizational success is highly dependent
on employee effects which in tarn are influenced by con-
textual dimensions. The results are concordant with of
Robertson and Seneviratne (1995) suggestions that it is
more difficult to impiement changes in public organiza-
tions, but organizationai performance (i.e., increase in cus-
tomer satisfaction) can be improved more readily in these
organizations.

A cautious generalization and summary of the results of
our single-case longitudinat study leads to the following
recommendations for the introduction of NPM in public
services:

It is important to carefully monitor employees reictions to
the organizational change. The employees” reactions are
not only important indicators of quality of working life, but
they are also indicators of organizational success and can
be used early wamning signs of potential organizational
failures.

It seems that in public service organizations there is a good
chance to find an unfortunate combination of low-quali-
fied employees in poorly designed jobs who are mainly in
charge of direct interactions with the customers of the or-

CQPI Report No. 175, May 1999



14

ganization. Special attention shouid be given to these
groups of employees. If necessary, in addition to general
training programs for all employees, specific training mea-
sures could be designed for employees in need of re-skilling.

If contextual dimensions of the organizational change are
taken into consideration adequately, a successfiil imple-
mentation of NPM should be accompanied by increases in
job satisfaction and only temporary increases in Jjobstrain
during the earlier phases of the organizational change.

The well-known job contents and job context dimensions
are potentiai predictors of changes in employees reactions
" related to NPM introductions. In organizational context,
besides adequate and high quality training measures and a
professional change management, employee patticipation
is a key variable for success of NPM implementations.
Employee participation means not only active participa-
ﬁonindecisionproms&s,bmalsoadequate, timely and
comprehensive information about the planned changes.
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