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1
Introduction

HM Government took the decision to close RAF Lyneham by December 2012 and relocate all of it’s [it’s = it is and does not denote the possessive case]assets to RAF Brize Norton. [reference this please]RAF Brize Norton is destined to become the Royal Air Forces’ main strategic surface and Air To Air Refuelling Station. The project to amalgamate both Stations into one has been named: Programme Future Brize. It has initiated a chain of events which is affecting the whole of RAF Brize Norton, in particular: the Logistics support provided. The Future Brize project team was assembled and tasked to plan and manage this substantial change to the Station. The Logistics Squadron is integral to in the successful amalgamation of the two Stations and, in the future, to all of the aircraft platforms that will be supported by RAF Brize Norton’s Logistics Squadron.[read the highlighted sentence aloud.  Sounds daft don’t it?] All processes being carried out by both Stations will need to be aligned, but the biggest task for the Logistics Squadron is the re-location and physical move of all aircraft spares, motor transport spares, ground equipment, aircraft role equipment and personnel.  


The Technical Stores (Tech Stores) is one of the sections within the Logistics Squadron (Logs Sqn) that is particularly feeling the strain of Programme Future Brize. All of the racking in Tech Stores has had to be removed and replaced with new, upgraded racking in order to accommodate the anticipated influx of additional aircraft and motor transport spares, and to align with current aviation spares storage regulations and compliances. This has involved a lot of time consuming work, firstly to carry out a stock optimisation programme in order to identify which items could be subject to disposal that have had little or no consumption, then relocating and ‘shuffling’ the items from old racking locations, into alternative/new racking locations. 


Tech Stores is a section where traditionally, ‘new’ and just out of basic supply training; logistics suppliers are first posted into from their phase two training in Halton. The intention of this is for them to learn the basics of supply inventory accounting, before being moved into other elements or sections within the Logistics Squadron once they are trained and can be entrusted to work in the high profile, operationally dependant forward stores first line spares support to the aircraft. During the Future Brize project extended period of change, a lot of pressure has been placed on very young suppliers with limited knowledge, to perform and carry out processes and procedures that are normally expected of more senior, knowledgeable RAF logistics suppliers. 
Although the relocation and account action procedures are fairly simple, it has become apparent that a lot of the work that has been carried out has been done incorrectly. It was also taken for granted that individuals could be entrusted to work unsupervised and be motivated enough to complete tasks asked of them to accurate completion. 

It is generally believed that if a worker is happy in their job, happy with their surroundings and believe in their management, they are more likely to carry out their work in a more professional and conscientious manner. [oh?  Who says so?]They will take care and have pride in their work, wanting their section/area to be perceived as a professional and high quality section. Although purely conjecture at this point, findings from this study could show that the older and more mature an individual is, the more responsible, conscientious they are and more motivated to carry out their work correctly. 
A train of thought could be that they would want to carry out correct accounting procedures because of their awareness of operational pressures and reliance on their work. Another could be that they are motivated because they want to be seen as an effective or productive member of the team, conscious of the perception of them by their colleagues. Also, another expected outcome could be that the further up the rank structure an individual is the more concerned about producing correct and accurate results they will be. They are acutely aware of promotion competition and as managers, are now more concerned with their workers welfare, morale and motivation towards their work.  [I would lose the whole paragraph.   You are guilty of guessing the outcome before presenting evidence and it adds nothing at this point in the dissertation – but you could move it to the beginning of Chapter 2]

It has to be said that there must be a fair amount of motivation involved in a person’s decision to want to join the Armed Forces, regardless of the job they intend to do once in. Nevertheless, some individuals may not view the work they do as important, or it may be that they just don’t [do not, never don’t as this is not a conversation]enjoy some elements of their work, and therefore aren’t [ditto: are not] motivated enough to want to do that particular piece of work. 

News articles regarding the effects of the recent recession and so-called ‘credit crunch’ on the Armed Forces show that changes are happening to individuals, relating to pay, living conditions, operational tours and the increased dangers associated with being on tour.


The contentious issue of pay (MOD, 2011a) for serving Armed Forces individuals will always be a factor in a serving person’s life and decision to stay within the Forces. It will undoubtedly affect individual’s motivation and loyalty towards the Forces. The recent Armed Forces pay review has detailed its intentions to reduce allowances and retention bonuses along with reviewing pension amounts (MOD, 2011b). Normal annual pay increases of 2.5% in line with inflation have been frozen for all serving personnel, yet increases in operational commitments continue to be placed on Regiments/Stations and individuals. Recent Forces wide Government announcements regarding redundancy requirements will certainly affect an individual waiting to find out if they are one of those identified for redundancy. Their work could suffer as the topic of redundancy (MOD, 2011c) may be on their mind as they might have feelings of betrayal from the Forces and therefore be unwilling to be productive, all of which may all affect a person’s motivation and effectiveness at work.
Anticipated outcomes of this study might be to discover that satisfiers and dis-satisfiers affecting worker motivation could be pay, job security, status or empowerment and ownership at work, peer pressure, affects on teamwork, pride/mutual respect/perception from others, desire to want to make a difference, social aspects of work, fear of disciplinary action, sense of belonging, enjoyment of the job/job completion and satisfaction, housing, dental/medical benefits, retention bonuses, etc. All of which will be asked in a series of questions in the form of a questionnaire with individuals from the Logs Sqn. 

This project will be mostly theory based and will explore and discuss motivation theories, leadership styles and change management models, in order to ultimately discover whether different styles of working practices, leaders and motivating factors can affect worker motivation and ultimately; productivity. Primary research will be collected, which will focus on discovering whether different styles of working practices, leaders, motivating factors and change management 
have an affect towards workers. Once all questionnaire answers have been collated, the data will then be presented in table/chart format. They will then be analysed, with the intention of discussing the findings of the primary research. 

[Hmmmm.   We might come back to this chapter and revise the last bits
Generally what is wanted in the introduction is:

An introduction – why is this study taking place.   This you have done up to the first paragraph on page 4 ending with the word ‘completion’

A clear statement of the research question being addressed.   The Reader needs to know exactly what it is you are researching and this is not completely clear at present.

A brief statement about the methodology used to gather data.   Yes I know that seems perverse but it ain’t.

A statement about who benefits from this research being undertaken.   Brize Norton management perhaps?

A statement of what the rest of the document looks like:

Chapter 2 is a review of literature discussing the theories of change management and motivation

Chapter 3 is a discussion of the methodologies available and the reasoning for the final choice.   Since this is a survey here is where you also discuss the pilot survey you carried out to test the questionnaire before actually carrying out the proper survey.   You would write up what questions were not understood and how these were altered etc.

Chapter 4 presents the results of the analysis of the data
Chapter 5 draws conclusions and offers recommendations for future research.

So you can see that you don’t need to write a massive amount of conjecture.   Why is this subject important, what am I going to focus upon, how was that done, who benefits from the research and how is the rest of the document laid out.
So chapter 2 becomes part of chapter 1 and chapter 3 becomes chapter 2 .......and so on
2
Aims and Objectives
2.1
Aim

The aim of this project is to identify and discuss various motivation theories, and the recognition of these theories when dealing with supply personnel within the changing environment of RAF Brize Norton. It will also aim to identify what it is that actually motivates individuals to work and strive to improve themselves and their working procedures. In addition, this study will also attempt to identify whether there are any correlations between the variables identified in the questionnaire between motivation and individual factors such as age, rank, etc.
2.2
Objectives

· Conduct a literature review of motivation theories, leadership models and change management.

· Identify and discuss various motivation theories, linked with leadership, organisational culture and change management.
· Identify motivating factors and discover what it is that motivates individuals working within the Logistics Squadron at RAF Brize Norton, by means of distributing a questionnaire and collating the results.
· Analyse the primary data gathered, and discuss the outcomes of each question asked with reflection on the Logistics Squadron at RAF Brize Norton.

· Identify whether there is a correlation [hmm don’t see much of that in the analysis ]between the motivation of personnel and other variables such as: age, rank, etc.

3
Literature Review

Human nature can be very simple; unfortunately it can also be very complicated. As managers, it is important to try and understand and appreciate what a worker needs or requires. Achieving productivity, and providing a safe and adequate working environment for the workers means that effective employee motivation in the workplace is important and effective management and leadership is invaluable.


Managers use motivational techniques in order to get things done through their employees. Without the workers, none of the actual manual labour, tasks or projects would come to fruition. Therefore, the motivation of workers, teamed with effective leadership is important to get right within the workplace.  However, the theoretical side of motivation and putting that theory into practice are two separate issues. Managers can often get caught up in the daily tasks and work requirements, forgetting about worker, or subordinate motivation.

 [here is the place to stop before starting to discuss Hertzberg and the rest. But perhaps you could cut and paste that paragraph I mentioned in chapter 1 to here first.]

The old saying ‘you can lead a horse to water, but you can’t make it drink’ can be used as an analogy when discussing  worker motivation. People will do what they want to do or comma in reference to this studycomma are motivated to do. Whether it is to perform and impress on the shop floor, in the office environment or even in the 'ivory tower' they must be motivated or want to do it, whether that comes from drive and determination generated by themselves, or from external influence.


Motivation is a psychological feature that can be defined as: ‘the desire to achieve beyond an individual’s expectations’. [where did you get this from?  And ask yourself whether it is correct.    Workers are subconsciously driven [always subconsciously?]  by internal and external factors; continuously striving for improvement for their own lives and for the company. [this does not make much sense]Yes we all go to work in order to be paid, [and stop chatting]and that without doubt is a major factor in motivating workers and is therefore a clear indication that external factors do play a part. However, there are many other reasons why we do what we do when we go to work. 

Apart from the obvious benefits and moral value of treating individuals and colleagues sensitively at work, it has been proven by means of research and observation that well motivated employees are more productive and creative when treated fairly, with dignity and respectfully. It has also been noted that the opposite of this is true; if a worker is badly treated, then their work and productivity output suffers.
[I would seriously consider losing this it comes across as ill-thought out and littered with logical error 

The following theories cited in this literary review examine the reasons why managers should be mindful of worker motivation, and why individuals/workers push themselves to strive to achieve within the workplace.
3.1
Hertzberg Two Factor Theory

Frederick Hertzberg (Hertzberg, 1959) conducted a study which showed that satisfaction and dissatisfaction at work nearly always arose from different factors. He found that factors affecting job (and motivation) satisfaction were different from those causing the job dissatisfaction. His motivation-hygiene theory was written from this study which explains his results. The satisfiers are called motivating factors and the dis-satisfiers are called the hygiene (or basic) factors (Figure 1). 
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                     Figure 1: Hertzberg’s Two Factor Theory diagram
Meeting the basic or hygiene needs doesn’t[I won’t change any others but in your final sweep through the document correct the use of conversational English – this is a formal document] make workers happy; it merely prevents them from being unhappy. After conducting his study, Hertzberg noticed that the key elements contributing or determining worker satisfaction and the worker feeling good about their work were: achievement, recognition, the work itself, and responsibility. He also found that they key determinants for worker dissatisfaction were usually company policies and poor administration, supervision, salary, interpersonal relationships and working conditions (Figure 2). However, he noted that if a company was to fix all of these dis-satisfiers, then it didn’t necessarily mean that the workers would be happy; the motivational factor had to be present also. Examples of this, which we all may encounter at work, could be: “I need to be paid on time each month so I can pay my bills. If I am not paid on time, I get really unhappy. But when I get paid on time, I hardly notice it” or “When my boss gives me a pat on the back, I feel good. I don't expect this every day and don't especially miss not having praise all of the time”.
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                Figure 2: Hertzberg Two Factor Theory

Herzberg stated that because the factors causing satisfaction are different from those causing dissatisfaction, the two feelings cannot simply be treated as opposites of one another. The opposite of satisfaction is not dissatisfaction, instead: no satisfaction. Similarly, the opposite of dissatisfaction is no dissatisfaction.


Because of Hertzberg’s findings, attitudes towards industry human resource management and physiological stimulation or mental health have been re-evaluated. To those that choose to believe Herzberg’s theory, it is now clear that workers are not just satisfied with being on the lower or minimum wage salaries and having safe/nice working environments. They instead look for advancement/promotion, stimulation, achievement and responsibility that inherently come with the work itself.

The implication for managers is to not only have to provide the hygiene factors to prevent employee dissatisfaction, but also strive to provide motivating factors intrinsic to the work in order to fulfil the workers motivational needs. 
3.2
Maslow’s hierarchy of needs

Most of us are motivated by our needs, some of which are intrinsic, but some are external requirements that we attain from being as part of a social group or by recognition of achievements. Maslow’s hierarchy of needs (Maslow, 1943) states that in order to progress towards ‘self actualisation’ we have to satisfy each need before that, in turn, starting with the basic survival needs and requirements of a human. The hierarchy of needs are categorised in five levels (see Figure 3):

Level 1: Physiological needs

Level 2: Safety and security needs

Level 3: Needs of love and belonging
Level 4: Needs for self esteem

Level 5: Needs for self-actualization
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                         Figure 3: Maslow’s Hierarchy of needs
The basic biological and physiological needs are the most obvious needs that are required for survival itself; for example: shelter, air, food, water, sleep, etc. Once these needs have been satisfied, we then look to satisfy the safety and security needs, which can be classified as: protection from the elements, law, security, stability, rules and limits. The next level of need is belongingness and love, we all want to be with someone and share our highs and lows with somebody, or our family; we crave affection and relationships and want to be part of a social or work group. Once we have this we can then look to fulfilling the esteem needs such as: self-esteem, achievement, mastery, independence, status, dominance, prestige and possible managerial responsibility, which is particularly relevant when referring to motivation in our working lives. All of these needs once attained, will hopefully lead to achieving the final level in the hierarchy of needs, which is self actualisation. This manifests itself by realising your personal potential or self-fulfilment, by seeking personal growth and reaching your peak experiences.

It has been suggested by others adopting Maslow’s theory, that there is a further extended level which we move onto once achieving self actualisation. Some believe that there are ‘transcendence needs’, which pushes us to want to help others achieve self actualisation themselves. This could be true as some individuals are driven in their work by purely wanting to help others.


There are however, two things to remember about Maslow’s model. The first is that the lower level needs must be satisfied before seeking to satisfy higher-level needs. The second is that once a need has been satisfied, it no longer motivates a worker; their aims and drivers are shifted to focussing on the next higher need as it takes its place. The worker will be looking for more from their work, or working environment in order to subconsciously achieve the next level.

Individuals’ needs and focuses will regularly shift when their circumstances or positions change, and as a result their levels of motivation and achievement will fluctuate. For example: You can't motivate someone to want to achieve their sales target (level 4) when they're having problems with their marriage (level 3) or: You can't expect someone to work effectively as a team member (level 3) when they're having their house re-possessed (level 2). 
3.3
McGregor’s X & Y theory
Although not strictly a theory of leadership or motivation; McGregor’s compartmentalisation of motivation factors is said to fit a manager’s style of management and the way he motivates his workers will affect the outcome of the work being produced (McGregor, 2011). McGregor believes that the leadership strategy used is prejudiced or determined by a leader’s assumptions about the human nature. McGregor based his work on Maslow’s hierarchy of needs, and has grouped together the needs identified by Maslow into ‘lower order’ needs and ‘higher order’ needs (Figure 4). Lower order needs are the theory ‘X’ needs and the higher order needs are the theory ‘Y’ needs. McGregor believes that a manager will either be an authoritarian style leader, or a more liberal, democratic style of leader.
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        Figure 4: McGregor’s X & Y motivational theory diagram
Theory X style managers believe that the average human being dislikes going to work and will, if possible, avoid having to do any. A theory X manager believes that because of this characteristic, most people have to be told what to do, ordered, controlled or even threatened with disciplinary action or punishment in order to make them put in an adequate level of effort at work to achieve the companies objectives. McGregor further argues that a theory X manager believes individuals actually prefer to be made to work and directed in tasks, as they don’t essentially possess the desire to take on any responsibility, and furthermore, has relatively little ambition for a career.


In agreement with Maslow’s hierarchy of needs, McGregor states that once a level of need has been satisfied, it no longer motivates workers. Therefore, under theory X the company relies on pay and benefits to satisfy their workers needs, but once that need has been satisfied, the source of motivation is lost. Theory X managers actually work against Maslow’s theory of hierarchy of needs, as X managers hinder and stifle the workers’ desire to subconsciously progress to satisfying the next level of need. As a result of this, the only way the worker can attempt to achieve the requirement to satisfy their higher level of needs in work, is to seek compensation. So predictably, it is monetary rewards that they will focus on. Unfortunately, as already discovered, money will not help the individual reach higher level requirements including ‘self fulfilment’ or ‘self actualisation’, however in a theory X environment it may be the only way. Theory X employees end up using their work as a means of satisfying their lower needs, and seek to satisfy their higher needs in their leisure time. Ironically, it is the managers that allow their workers to satisfy their higher level needs that reap the benefits of more productive workers.

McGregor also states that in a modern society, a command and control environment is no longer effective as a motivator because the lower level needs are already addressed and satisfied, and are therefore, no longer motivators. In this situation it would be expected that workers disliked their work, avoided responsibility, were resistant to change and had no interest in working towards achieving organisational goals, therefore making theory X a self-fulfilling prophecy. For this reason, McGregor describes an alternative: Theory ‘Y’.

Theory Y managers believe that the application of a worker physically and mentally in work will be the same as it would be for that individual if they were at rest or play. McGregor goes on to say that theory Y managers believe that the average human under proper conditions will not only accept responsibility, but learn to seek it and will furthermore, apply self motivation and self control towards personal or work related objectives/commitments. Therefore, he suggests that individuals not only have the capacity to demonstrate high levels of ingenuity, imagination and creativity, but that they are under utilised in today’s conditions of modern life and industry. 

A theory Y manager can achieve many things and as a result harness the motivational energy of its employees. As a result or benefit of this, they will be able to reduce the amount of manager/supervisor levels in an organisational structure by decentralising and delegating tasks, as managers will have more subordinates to share the responsibilities and decision making with. Companies will be able to broaden the scope of an employee’s job, by creating job enlargement, which goes towards adding variety and opportunities to a person’s role, thus increasing their desire to achieve and push for the higher level needs. This can be linked in with participative management, which involves workers in the decision making and outcomes of a company, which not only taps into other’s creative capacity, but will also make a worker feel valued and trusted.

If a theory Y management environment is properly implemented, it can result in high levels of motivation as employees work towards attaining personal goals and needs through their jobs.
3.4
Schein’s Career anchors
Edgar Schein (Schein, 1990) suggests that each of us has a reason to want to work or a particular orientation towards their work, and states that we all approach our work in a different way, or want to work in particular type of job because we all possess different values and objectives in our lives. His concept of ‘career anchors’ are traits which we believe are important, and are things which we seek to attain at work; it is a combination of perceived areas of competence, motivating factors and values relating to professional work choices. The anchor therefore, is the motivator, or ‘driver’ for that person. Sometimes people select a career for the wrong reasons and often end up feeling disheartened by their work as their values end up being incompatible with their choice of career.
	Career anchor category
	Traits

	Technical/functional competence
	This kind of person likes being good at something and will work to become a guru or expert. They like to be challenged and then use their skills to meet the challenge, doing the job properly and better than almost anyone else

	Managerial competence
	These people want to be managers 

They like problem-solving and dealing with other people

They thrive on responsibility

To be successful, they also need emotional competence

	Autonomy/independence
	These people have a primary need to work under their own rules and ‘steam’ 

They avoid standards and prefer to work alone

	Security/stability
	These people seek stability and continuity as a primary factor of their lives 

They avoid risk and are generally ‘lifers’ in their job

	Entrepreneurial creativity
	These people like to invent things, be creative and most of all to run their own businesses 

They differ from those who seek autonomy in that they will share the workload

They find ownership very important

They get easily bored 

Wealth, for them, is a sign of success

	Service/dedication to a cause
	Service-orientated people are driven more by how they can help other people than by using their talents 

They may work in public services or in areas such as human resources

	Pure challenge
	People driven by challenge seek constant stimulation and difficult problems that they can tackle 

Such people will change jobs when the current one gets boring, and their career can be varied

	Lifestyle
	Those who are focused first on lifestyle look at their whole pattern of living 

Rather than balance work and life, they are more likely to integrate the two

They may even take long periods of time off work in which to indulge in passions such as travelling


             Figure 5: Career Anchors

As shown in Figure 5, people will have prioritised work preferences, specific to them. Schein identified these career anchors in order to enable people to recognise their preferences for certain areas in their job. For example: a person with a primary theme or requirement of Security/Stability in their lives, they will seek secure and stable employment over, possibly; employment that is challenging and riskier. People tend to stay focussed on one area or value, and their career will normally echo this.
Ultimately, Schein states that workers that understand their preference will be more able to plan their career in a way that is more satisfying to them, and they will feel more fulfilled if they identify their career anchor and seek jobs that are appropriate for these.
3.5 
F. W Taylor’s Scientific Management
Frederick Winslow Taylor’s scientific management theory (Taylor, 1911) famously supports, and concurs with McGregor’s X theory, [Get REAL.   Have a look at the date of Taylor’s theory of scientific management – 1911 – and  that of McGregor 1960.   How does the earlier one ‘famously supports and concurs’ with the later one?   If it were true (which it is not) it would have to be the other way around]  which believes that workers are lazy and do not wish to hold any responsibility. Taylor believed that workers do not naturally enjoy work and therefore require close supervision and control. He puts forward the argument that workers are only mainly motivated by pay, and as a result of this, he states that workers cannot be trusted and should therefore have work broken down into a production of small tasks, which they will be specifically trained on and not expected to go above and beyond that particular job. The workers would then be paid in accordance with the amount of items produced in a set period of time or shift; this was named ‘piece rate pay’. Taylor believed that this alone would maximise productivity and encourage workers to produce as many items as possible in order to want to maximise the amount of items they would be paid for. 
Frustrated by worker inefficiencies, Taylor set about observing his workers and by doing so identified a number of problems, such as workers ‘soldiering’; not actually working as hard and as fast as they could, but deliberately working slow as they had no incentive to work any faster or be any more productive. Furthermore, he identified that workers found it to be in their best interest to keep their employers ignorant of the speed at which they could work, believing that if they were found out, they would be expected to work faster and harder all of the time. Conversely, their employers were unaware of how fast a worker could work, or carry out a task to completion. Taylor found the workers’ ‘brazen inefficiencies’ irritating and believed that it was morally wrong to waste resources, and consequently set about examining the work carried out and timing individual tasks to completion. This was the basis for what is now known as ‘scientific management’ (NetMBA, 2011), or ‘time and motion studies’.
[How about reading the original?   

http://www.gutenberg.org/ebooks/6464
http://www.marxists.org/reference/subject/economics/taylor/principles/index.htm
The first link is the Gutenberg one – Taylor (1911) Shop Management read the bit about managing change which lies about half way down the file – this book is not conveniently split into pages or chapters for that matter.
And the second is the same book but with Scientific Management and the transcript of Taylor’s evidence before the Special House Committee]
Autocratic leader, Henry Ford (Ford H, 2011) [very poorly referenced] notably adopted this style of productivity/motivation tool, as he identified the benefits of being able to reduce unit costs due to increased productivity at the beginning of the factory/mass production era. A benefit to this style of worker management meant that workers could be easily laid off and replaced as necessary, as training requirements were minimal. However, workers came to dislike Taylor’s approach implemented by Henry Ford, as they felt like nothing more than human machines, complaining that tasks were repetitive and mundane. After some time, laid off workers and a continuing theme of dis-satisfied workers eventually led to strike action and other forms of industrial action.
{Again Ford’s own words are better – 
http://www.gutenberg.org/ebooks/7213  which is Ford H (2005) and read chapter 6
3.6
Leadership and Management 

“Leadership: The art of getting someone else to do something you want done because he wants to do it” - Dwight D. Eisenhower
“Leadership is the art of influencing and directing people in such a way that will win their obedience, confidence, respect and loyal cooperation in achieving common objectives” - U.S Air Force

Leadership and management skills are major factors when discussing worker motivation. Every individual looks different and behaves differently and just because one factor motivates one person, does not automatically mean that it motivates another in the same way. ‘Different strokes for different folks’ is a point that Thornely and Lees (1993) make in their book. They recognise the value of a leader possessing good manners and dealing with their workers in a respectful way, particularly when dealing with individuals from different backgrounds, race, sex and capabilities.

Being a leader and a manager means having to make decisions and getting others to not only follow instruction, but actually believe in what they are being asked to do. One leadership theorist; John Adair (1993) believed in action centred leadership. He states that a leader should inspire his workers by use of enthusiasm, self commitment and the ability to communicate his enthusiasm towards the work to others. He believes that establishing teams and team working, all working towards the same goal is important.

Leading is defined by Adair as: being able to give direction, especially in times of change, inspiring or motivating people to work willingly, building and maintaining teamwork, providing an example, and finally, producing a personal output. He goes on to define managing as: having the ability to run a business in a steady state, concerned with day to day admin, organising structures and establishing systems, and controlling; especially by financial methods. He states that possessing both leadership and management skills are important attributes for leaders.


Adair’s ‘Task-Team-Individual’ three circles model (Figure 6) leadership concept originated from, and is wholly adopted by the British Forces regardless of rank or position. Adair states that in order to be an effective leader, it is necessary to understand the environment in which their workers work, and they therefore must balance the requirement of achieving the task with the ambitions of the team, whilst being mindful of the needs, well being and performance of each individual involved in the team. The three circles is a simple methodology which, when adopted, allows the leader to get the best out of his team.
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                    Figure 6: Task-Team-Individual
3.7
Change management
“The only constant is change, continuing change, inevitable change that is the dominant factor in society today. No sensible decision can be made any longer without taking into account not only the world as it is, but the world as it will be” - Isaac Asimov


All managers are faced with a need to effect change; furthermore, it is a manager’s job to manage change, as change within organisations will happen, and is normal. However, adopting or writing a policy to effect change is one thing, making workers abide by these changes and implement them is another. It is a natural instinct and human nature to resist change, even when it could be beneficial to not only the company, but individuals within the company. How businesses manage change, and indeed how successful they are at it, varies depending on the nature of the business, the change that is trying to be pursued, and the people involved. A key part of this depends on how well people within the organisation understand the change process.

Change within an organisation may need to happen for many reasons; some changes are borne from the need to update technology or knowledge of a system in place. Product obsolescence may instigate radical changes within the company, along with the nature of the work being carried out. Some changes are brought in with the intention of improving the quality of an individual’s life, or working life. Competition, legislation, economics and politics also may all play a major part in the need to effect change. Some sources in fact suggest that the reason for change happening more rapidly in recent times is due to the business environment that we are now in, and more importantly will be in, in the future. Kotter (1996) states that the rate of environmental movement will increase, and therefore pressures on organisations to transform themselves will grow over the next few decades. He therefore suggests that the only way to keep up with these movements and changes is to further understand change management, and the successful application of these changes.

The way that change is introduced has its own power to motivate or indeed, de-motivate; it can often be the key to success or failure. If a manager tells, instructs or delivers a speech on how things are to change without consulting their workers, they would be ignoring workers hopes, fears and expectations. Trying to sell the idea of the change to workers by trying to persuade them, even by using compelling reasons will not take hold in the long term if a manger doesn’t allow discussion. Conversely, if a manager tries to carry out a consultation session, but it is obvious that a manger has already made up their mind on the outcome, the workers will see through this and not feel motivated to adopt the change.

A useful model for understanding change was developed by Kurt Lewin (1951). Although developed a long time ago, the theory of change management still holds true today. The model is known as: Unfreeze – Freeze – Refreeze (Figure 7), and refers to the 3 stages in the process of organisational change. Lewin, a physicist as well as a social scientist, used the analogy of a block of ice melting, changing shape and then refreezing into the newly formed, changed shape.
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                    Figure 7: Kurt Lewin’s Organisational Change Model

The first step in the process of change is to unfreeze the existing situation or status quo. This is a necessary process as it is important to break down the resistance created by individuals and groups of workers, the statement ‘the way we do things around here’ needs to be addressed and manipulated. Factors that can assist or speed up the unfreezing step may include: motivating workers by preparing them for change, building trust and recognition for the need for change, and hold brainstorming sessions with the intention of actively involving workers in the change process.

The second step is the change itself, or the movement for change. This step moves towards the new working practice or required change. In order to assist in this stage, managers should look to persuade workers to agree that the change will be beneficial to them and to want to the change in status quo. Making them view the problem from a different or new perspective and to work together to agree on the change that is needed, as well as allowing them to see that the managers themselves are supporting the change will help them connect and push for the change.

The third step towards change according to Lewin is refreezing. This step can only be achieved after the movement or change period has occurred, otherwise anything trying to be implemented will not ‘stick’ or be sustained over time, and the employees would more than likely revert back to the previous way of doing things. It is important to remember that when change is trying to be implemented, it is not just the procedures or processes that need to be refrozen; it is the companies’ values, beliefs/traditions and philosophy that need to be addressed and changed.



When managers are planning a change, there are five areas that a manger should be aware of:

1. Individuals will each react differently to change 

2. Each individual will have basic needs that have to be considered and met 

3. Change often involves a loss or denial phase, and people go through the ‘loss curve’ or ‘emotions of change’ (Figure 8)
4. Worker expectations need to be managed realistically 

5. Worker fears have to be dealt with 
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Figure 8: Emotions of change curve

Jeff Hiatt (2003) created the ADKAR model for change management (Figure 9). The model identifies five actions and outcomes that are necessary for individual change, and ultimately organisational change. The five aspects of change identified are: Awareness of the need to change, desire to participate and support the change, knowledge of what change is required and how to achieve it, the ability to implement the change and reinforcement to keep that change in place.
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Figure 9: ADKAR


Hiatt refers to each of these five actions as ‘building blocks’ for successful individual change, consequently resulting in successful organisational change. The process is in order and according to Hiatt, each step must be completed before moving on to the next; pointing out that it is not possible to achieve success in one area unless the previous action has been addressed. The ADKAR model can be useful to managers trying to affect change in their company and can be used to both diagnose employee resistance to change, and help them through the change process.
3.8
Resistance to change
“Two caterpillars were conversing when a beautiful butterfly floated by. The one caterpillar, staring at the butterfly, said to the other: ‘‘you will never catch me on one of those butterfly things’’ - Scott Simmerman (1999)

There is of course the other side to being motivated and wanting to do a good job. Some individuals do not feel that they need motivating; their main reason for working is to be paid. They don’t need any of the self actualisation feelings identified by Maslow, as they are content with not exceeding any expectations or pushing for improvement. Not many individuals found in the RAF are like this, the majority of people in the Forces are there because they are motivated individuals, wanting to come up against challenges and different experiences, this attitude is all wrapped up in the culture and ethos of the forces. Those that don’t want this generally don’t apply to join the Forces. 

Most people prefer predictability and stability in both their professional and personal lives, and tend to steer away from situations that threaten to upset the balance of their lives and self-interests. People particularly avoid situations that present a potential increase in stress or risk. When faced with a change to the status quo of their personal or working lives, people usually initially resist, and this resistance will continue until they are able to see the benefits and perceived gains of the change, particularly if these outweigh the potential risk or threats to self interest as initially perceived. Most people resist change as human nature is to fundamentally object to having the will of others forced upon them.

People tend to resist change when they believe that the change is unnecessary or will make the situation worse; they also fear that the change will mean personal loss of things like security, status, freedom, friends or money. Each individual will react differently to change, and some may feel as though they are being manipulated, especially if the change is a surprise or was kept a secret at the beginning. The fear of failure and the belief that ‘if it’s not broke, don’t fix it’ will be a factor in people’s minds, especially if they were not consulted and had no input into the decision. The confidence in the effect of the change on the organisation, with the effort required to actually make the change happen will make individuals sceptical and resistant to comply. Leaders should therefore anticipate resistance to any change effort, regardless of size or effect, and prepare for it by making special efforts to assess and deal with individual reactions to change. Above all, leaders should ensure that their workers understand the reason for the change, and see the benefits of it (Wynn, 2011).

According to Kotter and Schlesinger (1979) there are four reasons why people are resistant to change. These are: Parochial self interest, which means that some individuals may be more interested in what the change will mean to them, rather than be concerned with organisational implications. Another is that there may be a misunderstanding of the reasons for the change due to lack of communication or inadequate information, therefore making individuals not understand or not want to adhere to the change. They may have a low tolerance level to change and feel that their job security or stability may be jeopardised, and lastly, there may be different assessments of the change; the variety of individuals working within an organisation will have different views and opinions on the situation, and therefore disagree with the advantages and disadvantages of the change.
3.9
Overcoming resistance to change


Resistance will always be an inherent factor when change is implemented in organisations. Coch and French (1948) describe that the resistance of employees to change is one of the most serious obstructions that managers will have to consider. They state that resistance to change manifests itself in many ways which can, and often does have a negative impact on the organisation, such as: turnover, low efficiency, restriction of output, grievances and aggression, or belligerence towards management.

Kotter and Schlesinger (1979) set out six change approaches in order to deal with resistance to change: Education and communication; workers are going to be much more understanding and less change averse if they are educated and consulted on the reasons for the change. With participation and involvement workers are much more likely to ‘buy in to’ the change, and will reduce the negativity and resistance. Managers can head off potential resistance with facilitation and support during problematic times, this will help to change the perception of individuals embedded in the change into a positive, as most employee’s perceptions are negative on the basis that all change will be detrimental to themselves or the organisation. Managers can attempt to combat resistance by offering incentives to employees, by means of negotiation and agreement. This can be done by allowing change resistors to question or reject elements of the change that are threatening, or they can even be offered incentives to leave the company through early buy outs, redundancies or retirements in order to remove individuals from the organisation. This approach is particularly significant when dealing with individuals that may be in a position of power: ‘remove and replace’. 
Another tactic for getting individuals to change is manipulation or co-option. When other tactics are ineffective or too expensive, managers could resort to co-opt with resistors. Unbeknown to the worker, this involves the patronising gesture of inviting them to high level meetings and bringing them into change management planning groups in order to manipulate them into thinking they are valuable to the change, more for the sake of appearances rather than their actual input. And finally, when speed and execution are essential, explicit and implicit coercion could be used as a last resort. Managers can force the issue of change onto individuals within the organisation by making it clear that resisting change could lead to firing, loss of jobs, transfers or promotion halts.

Although most individuals feel comfortable with minor changes, larger, more intrusive changes will always be an inevitable part of managing an organisation. It is the manager or leader’s responsibility to ensure that the right changes are implemented, by allowing organisational employees to be consulted. Communicating and providing the right resources to apply the change will allow enough time and flexibility for the workers to adapt and buy in to it. Only with complete commitment from the whole of the organisation, will a change be entirely adopted and succeed.
3.10
Organisational Culture


Hofstede (1980) defines culture as a collective programming of the mind which distinguishes one group from another. An individual’s culture or the whole organisation's culture, history, values and capacity for change are potential obstacles for change management teams. Organisations don’t change by themselves, people change, or have to make the change happen, one at a time, and one action at a time.


Johnson and Scholes (1992) identified areas of an organisational culture which all centres around what they describe as the ‘paradigm’ (Figure 10). The web shows six interrelated basic areas within a work environment that help to make up the paradigm. This is the pattern, or model of the work environment. The model shows that by analysing each factor you can begin to see the bigger picture of the organisation and discover what is and isn’t working and therefore what needs to be changed in order to achieve the ‘paradigm’, or perfect working culture.
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                               Figure 10: Johnson and Scholes Cultural web (1992)
Most change programmes concentrate on the ‘petals’ of the model and try to effect change by addressing aspects involved in the company’s processes, systems and structures. A lot of energy and money can end up being put into a change programme, involving things like communication exercises, consultations, workshops, and so on. Managers can however, fall foul of believing that the intended change has worked. They might see that in the first few months things seem to be changing, but gradually the novelty and movement towards change may wear off as the organisation settles back into something like its previous state. The reason for this is simple, though often overlooked; unless the paradigm at the heart of the culture is changed there will be no lasting change. Addressing an understanding the culture of an organisation is important for managers to remember when undertaking change.
4
Research Methodology

Primary research analysis involves finding and interpreting patterns in data, classifying those patterns, and generalising the results. When research is being conducted, some factors need to be considered. The research needs to be based around what it is that needs to be discovered for the study, and thoughts on accessing the sources of data; in this case it was individuals within the Logistics Squadron at RAF Brize Norton.  

Quantitative primary data was collected by means of a questionnaire. The questionnaire produced was piloted on a small group of individuals within the Logistics Squadron, in the Tech Stores section. After making minor changes to aspects of it, specifically to reduce ambiguity and to ensure the questions were understandable and not misleading,[more detail about the pilot survey is needed]  the questionnaire was then distributed amongst a random 
selection of ranks, ages and positions of personnel within the Logistics Squadron at RAF Brize Norton. The questionnaires were anonymous, with questions based around gathering information regarding worker perception towards motivating factors and analysing their personal feelings when it came to being motivated in their own job. The aim of the initial questions in the questionnaire was to determine an individuals’ age, gender and rank. It then continued, to ask them for their personal opinion regarding their feelings towards their work in order to find out what motivated or de-motivated Logistics Squadron individuals at work. Using a questionnaire in this situation was decided to be the most effective way of collecting information from a large numbers of participants.
Questions were posed in different manners, to provide variation so that the same format wasn’t being used repeatedly which may have led to the loss of the audiences interest. Simple yes/no questions were asked, along with Likert scale style questions (Likert, 1932), asking them to rank the answer they found more pertinent to them. Individuals asked to complete the questionnaires were also given extra room after certain answers to elaborate on any answer given if they felt it necessary. These comments will be examined during the analysis of the collated data.

Various variables were identified before the handing out of questionnaires, and addressed during the collation of the primary data, such as age, rank, time served, etc, which might have influenced the individuals’ perception and answers. It was decided therefore to consciously distribute the questionnaire as widely as possible, by handing out the questionnaire to a cross section of ranks, ages, etc members of the Squadron, rather than relying on random selection
; otherwise the reliability and validity of the results could have been affected or too heavily biased by one age range, or rank range.
A point to note regarding the primary research is that is not generalised motivation research which has been conducted RAF wide. The research has only been gathered from one Logistics Squadron, in one RAF Station, it therefore cannot be assumed that the motivation factors discussed or discovered from this gathering of data, and the correlations to this project would be found in other RAF Stations or indeed, wider civilian audiences. The primary research that has been carried out is only a representative sample, and therefore can only be viewed as a small representation of the responses that might have been given if further Stations had been researched. (Bryman, 2008)
5
Primary Research Analysis and Discussion (1500 words)

http://www.pluspulse.nl/pdf/EAWOP%20resistance.pdf
Questions were asked on the questionnaire 
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                       Figure  4.1: Age range of individuals asked


The age of individuals asked will be inextricably linked [tosh] to the rank of an individual, as time served within the Forces usually leads to promotion and advancement (Figure  4.1). Of course there will always be exceptions to the norm, and some individuals will have spent more time in a rank than others may have.[so NOT inextricably linked then?] An individual’s perception of possibly having been ‘overlooked’ for promotion might of course sway his opinion and thoughts on motivation and morale towards his work. This is normally substantiated by an individual’s lack of application to his work, and therefore has not been identified for promotion. The results show that a good selection of age ranges of individuals were asked, in order to gain an even spread of information gathered.   
Poor.   I have no idea how many people were surveyed and how many by age group and by rank structure. 
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Figure 4.2: Gender of individuals asked


Although an attempt was made during the distribution of the questionnaires to gain responses from an equal number of both sexes, it is inevitable that males will outnumber females within a Forces environment (Figure 4.2).   [is that 36 male and 14 female?   Hard to tell from the Figure.   And Figures are numbered by the chapter and then sequentially so 4.1, 4.2, 4.3 etc.

An observation that can be made is that fewer females occupy the higher ranks, so it was not possible to gain an equal balance of questionnaire responses from females over the rank of Corporal. This can normally be attributed to females generally leaving the Service young, and before reaching the higher ranks to start families. Another field of thought is that some might consider the Forces to be not a very feminine environment to be in [oh Plerlease!   If so why did they join at all?] and therefore decide to leave after a period of time. 
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Figure 13: Ranks of individuals asked

Unfortunately, the further up the rank structure you go, the less ‘leader’ level ranks there will be to question and complete the questionnaire, which can clearly be seen in Figure 13, as the majority of individuals that completed the questionnaire were LACs or SACs. For example, in the whole of any Squadron there is only ever going to be one Warrant Officer and only a few Flight Sergeants, therefore inevitably, the majority of the ranks will be Junior Non-Commissioned individuals (SACs and Corporals). A number of civilian counterparts were also asked with the intention of providing a balance between RAF and non-RAF.  
Again no idea of the numbers here.
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Figure 14: Do You Enjoy Your Work?


Although it is human nature to complain about our work, and say that we don’t enjoy it, the reality is, that the majority of us do enjoy coming into work. Whether it is for the social aspects of being around others and interacting, or gaining something else from it in our pursuit of self actualisation as theorised by Maslow, it is proved that the vast majority of those in the Logs Sqn
 at Brize Norton do enjoy their work (Figure 14). 
For those that replied that they are unhappy, were then asked in the questionnaire to explain their reasons for not enjoying their work. One male Officer, aged 31-35 years ticked to say that he is happy, but made a comment that this was “most of the time”. A male Sergeant, aged over 40 ticked no, and stated that “The job does not equate to my level of experience. I have strange staff that make me unhappy”. This may just be due to the circumstances and current position of that individual, and if he was in another section and was happy with the level of his work and staff under his command, then his responses may have been different. One male Corporal aged 31-35 years stated that he was unhappy due to “Poor pay, boring job”. This individual isn’t just unhappy about the section he is in, but it could be possibly further afield reasons ranging through most aspects of his career within the RAF. Being one of the stronger negative responses from the group, the questionnaire was examined more closely. He has ticked to say that pay is indeed a ‘very important’ factor when it comes to motivating him, and also ticks to signify that not enough pay is a de-motivator when assessing his motivation/morale at work. He however, has ticked to say that career advancement, job security and personal achievement are important motivating factors to him. His view on adding value to his section and the RAF as a whole are ranked as not as important, and more interestingly, he ranks the prospect of failure and disciplinary action as something that he is not too concerned about. It is possible that this individual has become disillusioned with the RAF and is looking to leave, but without substantiating these conclusions by interviewing the individual, it is hard to state that this is indeed the case.

Two LACs or SACs ticked the no box as their answer to the question ‘do you enjoy your work’: a male at 26-30 years stated merely “Management”, and the other was a female aged 21-25 years who stated “Been doing the same job for too long. Not learning anything new”. Although only a small number of individuals responded as not enjoying their work, it could be said that the expected outcomes of the survey stated in the introduction of this study may have been correct. It suggested that the older, more mature individuals that hold a higher rank are more likely to enjoy their work and feel more motivated towards it because they understand the ‘bigger picture’ 
of the operations and implications of their work on the Squadron, and the RAF. Whereas, younger, possibly less informed LACs/SACs may take this for granted and only be more interested in what they can gain out of the RAF, and their work.  
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Figure 15: Do you feel well motivated towards your work and feel a high level of morale?

For the managers of the Logistics Squadron, it is encouraging to know that the majority of the workforce feel happy in their work (Figure 15), as a lot of effort is put into maintaining morale and worker motivation by the various levels of leader in the Squadron. One negative response however, stated by a Corporal aged 36-40 years is “As my time for leaving the RAF gets nearer, my motivation towards work begins to fade. I will continue to give my all to jobs given to me but my future is at the front of my mind at the moment”. There isn’t a lot that can be done with this individual, other than to manage his expectations and ensure that while waiting to leave the RAF, he is not overlooked, and his morale is maintained by his management as much as can be possible
. Whilst ticking to say that he enjoys his work and his motivated towards it, one male Officer states “On the whole yes, but the pace and op tempo can sometimes impact morale. It is not always managed appropriately at the higher levels”. As a leader, he is acutely aware of the pressures that current operations are having on the Squadron as a whole
, and shows concerns that sometimes the higher management overlook this, in place of providing operational support. Unfortunately, this may become more evident as more operational requirements are placed on the Forces, whilst personnel numbers are being reduced, due to the current redundancies and reduction in Armed Forces numbers, identified by the Government.
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Figure 16: Would you say that you want to have a positive influence and effect within your workplace?

The intention behind this question is to discover whether (Figure 16)………
	Motivating factor:
	Ranking scale:

	
	Very Important
	Important
	A little bit important

	Pay
	lllll lllll lllll lllll lllll l (26)
	lllll lllll lllll (15)
	lll (3)

	Promotion and career advancement
	lllll lllll lllll lllll lllll (25)
	lllll lllll lllll l (16)
	llll (4)

	Job security
	lllll lllll lllll lllll lllll lll (28)
	lllll lllll lll (13)
	lll (3)

	Disciplinary action
	lllll (5)
	lllll lllll lllll lll (18)
	lllll lllll lllll llll (19)

	Personal achievement
	lllll lllll lllll lllll lllll llll (29)
	lllll lllll lllll (15)
	(0)

	Management pressure and expectations
	lllll llll (9)
	lllll lllll lllll lllll lllll lllll (30)
	lllll (5)

	Colleague/peer pressure
	llll (4)
	lllll lllll lllll llll (19)
	lllll lllll lllll lll (18)

	Prospect of failure
	lllll lllll ll (12)
	lllll lllll lllll lllll ll (22)
	lllll lll (8)

	RAF Core Values
	lllll lllll lll (13)
	lllll lllll lllll lllll ll (22)
	lllll lll (8)

	Want to add value to your section
	lllll lllll lllll lllll lllll lllll lll (33)
	lllll lllll ll (12)
	l (1)

	Want to add value to the RAF
	lllll lllll lllll lllll llll (24)
	lllll lllll llll (14)
	lllll (5)

	Empowerment
	lllll lllll lllll llll (19)
	lllll lllll l (11)
	lllll lllll ll (12)

	Work benefits (ie: housing, medical)
	lllll lllll lllll lllll (20)
	lllll lllll lllll (15)
	lllll lll (8)

	Operational commitments
	lllll lllll lllll ll (17)
	lllll lllll lllll ll (17)
	lllll lll (8)


                         Table 4.1: What would you say motivates you to want to work?
But why did you produce this table like this?   It must have taken ages and adds no additional value whatsoever other than the novelty factor......and that’s not a ‘nice’ novelty but one where the Reader is thinking ‘I’ll have two pints of whatever she’s been drinking....’   lol]


One male Officer chooses to elaborate on his answer to the question asking: What would you say motivates you to want to work? (Figure 17) by providing the following statement “Being part of a Military team with like minded individuals is important as is the opportunity to try new things; sports and expeditions etc. Leave allowance 
is very important”.  
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Figure 18: Weighted Motivating factors results
The information in figure 18 displays the answers given to the question, with an answer weighting why? What justification have you for these weights?   Other than to make it fit some theory – the nature of which is not clear of 5 points for very important, 2 points for important and 1 point for a little bit important.  The accumulated total scored for each question shows that the top five motivators are:


1.
Want to add value to your section


2.
Personal achievement


3.
Job security


4.
Pay

5.
Want to add value to the RAF

The most important factor that motivated people to work stood out as being: wanting to add value to your section. Elaborate…………
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The production of this chart, based on the table below
	Motivating factor:
	Ranking scale:
	

	 
	Very Important
	Important
	A little bit important
	

	Pay
	26
	15
	3
	44

	Promotion and career advancement
	25
	16
	4
	45

	Job security
	28
	13
	3
	44

	Disciplinary action
	5
	18
	19
	42

	Personal achievement
	29
	15
	0
	44

	Management pressure and expectations
	9
	30
	5
	44

	Colleague/peer pressure
	4
	19
	18
	41

	Prospect of failure
	12
	22
	8
	42

	RAF Core Values
	13
	22
	8
	43

	Want to add value to your section
	33
	12
	1
	46

	Want to add value to the RAF
	24
	14
	5
	43

	Empowerment
	19
	11
	12
	42

	Work benefits (ie: housing, medical)
	20
	15
	8
	43

	Operational commitments
	17
	17
	8
	42


	Motivating factor:
	Ranking scale:

	 
	Very Important
	Important
	A little bit important

	Pay
	59%
	34%
	7%

	Promotion and career advancement
	56%
	36%
	9%

	Job security
	64%
	30%
	7%

	Disciplinary action
	12%
	43%
	45%

	Personal achievement
	66%
	34%
	0%

	Management pressure and expectations
	20%
	68%
	11%

	Colleague/peer pressure
	10%
	46%
	44%

	Prospect of failure
	29%
	52%
	19%

	RAF Core Values
	30%
	51%
	19%

	Want to add value to your section
	72%
	26%
	2%

	Want to add value to the RAF
	56%
	33%
	12%

	Empowerment
	45%
	26%
	29%

	Work benefits (ie: housing, medical)
	47%
	35%
	19%

	Operational commitments
	40%
	40%
	19%


Changing the figures to % give the table immediately above and allows this chart to be produced
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Does this tell your story better?   Without the artificial weightings?
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Figure 19: Weighted Dis-satisfier/De-motivating factors results

The information in figure 19 displays the answers given to the question, with an answer weighting of 5 points for very important, 2 points for important and 1 point for a little bit important. The accumulated total scored for each question shows that the top five dis-satisfiers/de-motivating factors are:


1.
People you work with


2.
Working environment


3.
Job insecurity


4.
Not enough responsibility


5.
Not enough pay

	Dis-satisfier/de-motivating factor:
	Ranking scale:

	
	Very Important
	Important
	A little bit important

	Not enough pay
	lllll lllll l (11)
	lllll lllll llll (14)
	lllll lllll llll (14)

	Discipline/rules
	ll (2)
	lllll lllll lllll llll (19)
	lllll lllll lllll lll (18)

	Dislike management
	lllll ll (7)
	lllll lllll lllll ll (17)
	lllll lllll lllll ll (17)

	Pressures to get work done
	lllll lll (8)
	lllll lllll lllll lll (18)
	lllll lllll llll (14)

	Working environment
	lllll lllll lllll (15)
	lllll lllll lllll lllll (20)
	lllll ll (7)

	People you work with
	lllll lllll lllll l (16)
	lllll lllll lllll llll (19)
	lllll lll (8)

	Job insecurity
	lllll lllll lllll l (16)
	lllll lllll ll (12)
	lllll lllll (10)

	Work benefits (ie: housing, medical)
	lllll lll (8)
	lllll lllll llll (14)
	lllll lllll lllll (15)

	Not enough responsibility
	lllll llll (9)
	lllll lllll lllll lllll llll (24)
	lllll lll (8)

	Too much responsibility
	ll (2)
	lllll lllll lllll (15)
	lllll lllll lllll lllll (15)

	Operational commitments
	lllll lll (8)
	lllll lllll lllll (15)
	lllll lllll lll (13)


Figure 20: Dis-satisfier/De-motivating factors tally 


A tally of the results from the questionnaire show……….(Figure 20)
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Figure 21: Comparison of motivation and work enjoyment across all ranks asked  
100% of the Officers, Flight Sergeants and Civilians 
asked enjoyed their work, and felt well motivated/feel a high level of morale. Elaborate…………
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Figure XX Distribution of rank combined with age

I don’t know if this would help with your analysis of age/rank with respect to job satisfaction and being informed of the overall plan.  I’ve just made the numbers up in the graph, but you should be able to quickly extract them from the questionnaires.  

Chart example!!!! To be amended…………..
correlation between worker happiness and motivation, age, rank, time served 
http://www.buzzle.com/articles/how-to-write-a-good-research-methodology.html
(what went wrong, what could have been better, questions that should have been asked? 
Sample size, question format – some people didn’t understand what was being asked of them, …….)

Interviews would have provided more of a rich source of information, and if this study was to be conducted again, would prove to be beneficial in conducting interviews in order to gather qualitative primary data. 
Other means of gathering data could have been to observe workers in their environment, or to source secondary data. Secondary data may not have been the best option in this situation, as there were specific questions that this study wanted to address, and it is possible that data relating to motivation within the Logistics Squadron specifically existed. The Armed Forces do however send out questionnaires Service wide asking similar questions about morale, motivation and perception of the Forces in general. This study could be extended to encompass RAF, or Service wide responses if the data gathered by Service manning was accessible and authorised for release.
The questionnaire was raised and distributed before the project evolved into what has been produced to date, therefore questions that would have been more pertinent to change management and feelings towards this would have been beneficial in asking. If this study was conducted again within the Logs Sqn, more questions
 could be asked that specifically ask for answers relating to correlations between motivation and change management.

6
Conclusion (1000 words)

6.1 ……………
Example: We are all aware of the problems encountered when working with, or managing, individuals. When implementing change each person you come into contact with will have their own perspective of change and their own individual aims and objectives. The complexities of change management should therefore not be underestimated. Any change needs to be well thought out, have the support of senior managers, the support of the majority of those affected and deliver something better than was there before. All too often changes are made using a ‘top down’ approach and those affected are seldom consulted on the changes or allowed to feedback regarding the outcomes. However, there are some common principles that can be used to implement change, both small and large, and their effectiveness can be improved by having empathy with, and listening to, those affected. 

Although the majority of individuals may not embrace continuous change, very few will resist change that they see as beneficial to themselves, colleagues or the organisation as a whole. Effective change management will ensure that the individuals affected are aware of why the changes are necessary, how they will be implemented, their individual role in the change process and the benefits the change will bring
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Appendices

Questionnaire
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CILT Advanced Diploma in Logistics

Worker Motivation Questionnaire

Q1.
Please tick the box that reflects your age range:

17 – 20 years

21 – 25 years

26 – 30 years

31 – 35 years

36 – 40 years

Over 40 years

Q2.
Are you:


Male






Female

Q3.
What is your rank/grade?

Leading Aircraftsman / Senior Aircraftsman 


Corporal


Sergeant


Flight Sergeant


Warrant Officer


Officer


Civilian

Q4.
Do you enjoy your work?

Yes






No

If your answer is no, can you please explain why not:













































Q5.
Do you feel well motivated towards your work and feel a high level of morale?


Yes






No

If your answer is no, can you please explain why not:








































































Q6.
Generally, would you say that you want to have a positive influence and effect within your workplace? Please indicate on the scale your feeling:


Agree strongly


Agree

Neither agree nor disagree

Disagree

Strongly disagree

Q7.
What would you say motivates you to want to work? Please tick the box that is relevant to you, and rank it using the scale provided.

	Motivating factor:
	Ranking scale:

	
	Very Important
	Important
	A little bit important

	Pay
	
	
	

	Promotion and career advancement
	
	
	

	Job security
	
	
	

	Disciplinary action
	
	
	

	Personal achievement
	
	
	

	Management pressure and expectations
	
	
	

	Colleague/peer pressure
	
	
	

	Prospect of failure
	
	
	

	RAF Core Values
	
	
	

	Want to add value to your section
	
	
	

	Want to add value to the RAF
	
	
	

	Empowerment
	
	
	

	Work benefits (ie: housing, medical)
	
	
	

	Operational commitments
	
	
	


Other, please outline anything else:



























































Q8.
What would you say MOST affects/upsets your motivation and/or morale at work? Tick boxes that you think apply to you.

	Dis-satisfier/de-motivating factor:
	Ranking scale:

	
	Very Important
	Important
	A little bit important

	Not enough pay
	
	
	

	Discipline/rules
	
	
	

	Dislike management
	
	
	

	Pressures to get work done
	
	
	

	Working environment
	
	
	

	People you work with
	
	
	

	Job insecurity
	
	
	

	Work benefits (ie: housing, medical)
	
	
	

	Not enough responsibility
	
	
	

	Too much responsibility
	
	
	

	Operational commitments
	
	
	


Other, please outline anything else:



























































Thank you for taking the time to complete my questionnaire

Katherine Norton







�In analysis, could - be linked/attributed to some responses of dissatisfaction from lower ranks


�evident from the answers received? and mention it in analysis


�Theory X and Theory Y for analysis


�Although questions not explicitly asked about change management - identify responses and/or issues raised in results that could be attributed to this


�To consider


�To consider


� Reference questionnaire


�Mention how many questionnaires went out and how many meaningful responses received. Sample size - percentage of the Sqn


�Make constant throughout.  


�identify individuals career anchors Security/stability maybe because of his need for good pay


� link to Theory X and Theory Y, with the younger individual not being trusted by their immediate line manager, whilst the more senior are involved in the big picture


� ‘individual’ circle of Adair’s Task, Team and Individual


�Adair’s Team


�Work Benefit – link to Maslow


�Theory X and Theory Y. Due to the level within organisation. Civvies well informed by company


�mention questions that are relevant to change management and organisational culture.


�examples of questions - explain how answers would be analysed.


�Conclusion to be written – example only!!!
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