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Abstract 

Many BPR related people problems have been mentioned in the literature: 
communications barriers between functional areas, difficulty having the changes 
accepted by the employees affected, disruption to the company as a social system, 
and the elimination of positions and worker anxiety over losing jobs. The 
importance of gaining a better understanding of the factors related to the retention 
of manufacturing employees is underscored by rising personnel costs and high 
rates of turnover. Researchers have established the important determinants of 
employee turnover. The major purpose of this study was to test several 
hypotheses which compare employee turnover intentions and its antecedents 
before and after BPR projects. Employees from a manufacturing plant were 
randomly selected before and after the BPR project was completed. BPR does 
have significant impact on personnel attitudes toward their jobs and their 
organizations. The results show that the BPR project significantly affected the 
average employee ratings for eight of the thirteen major variables studied. 
Furthermore, the BPR project has produced a significantly wider difference of 
opinion among employees along nine of these variables. 

As pointed out by Willcocks and Smith (1994), Business Process Reengineering (BPR) is being 
widely adopted by organizations in the 1990s, and a variety of different terms are used to describe 
BPR activities: process innovation (Davenport 1993), business process redesign (Short and 
Venkatraman 1992), business reengineering (Spurr, et al. 1993) and combinations of such terms. 
A 1993 Deloitte and Touche survey found that, in 1992, American Chief Information Officers, 
on the average, are involved in 4.4 reengineering projects (Moad 1993). From the consulting 
companies' perspective, BPR activity is also quite brisk with an Anderson Consulting 
representative estimating his firm's worldwide income from BPR in 1992/93 as close to $700 
million (Thackray 1993). 
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While the number ofBPR projects continues to go up (Cafasso 1993b), the literature on the topic 
continues to proliferate into an abundance of articles criticizing the problems or extolling the 

benefits ofBPR. Despite the confusion, there is increasing consensus about the primary features 

ofBPR: (I) it involves breaking outdated paradigms and making radical changes to one or more 

business processes affecting the whole organization; (2) it calls for a cross-functional effort 
usually involving innovative applications of technology; (3) it is not evolutionary change over 

time; ( 4) it is not a quick fix solution to business problems; (5) while technology is a critical 
ingredient for innovation (Guimaraes 1993 ), BPR is not merely applying new technology to 
existing business processes. 

BPR projects vary widely in terms of their scope. A project may address anything from one 

business process to the entire organization and its many processes. A wide variety of business 

processes are potential targets for reengineering: customer service, sales and order entry, 

invoicing and billing, purchasing, etc. The primary objective of the BPR process is to make 

business organizations more competitive by improving quality, reducing costs and shortening 

product development cycles (Dagres 1993; Grover, Teng and Fiedler 1993). The change process 

itself should emphasize the value-added element for every activity, recognizing time as a 

competitive weapon, focusing on end results and objectives, ensuring quality at the source, 

planning for an end-to-end solution, challenging the old ways and proposed new ways, using the 

right technology, empowering people and building consensus on making changes, and setting 
aggressive goals for the new process (Stadler and Elliott 1992). The right idea for BPR is to 

look at the end-to-end processes that are really important to a company's success, then rapidly 

redesign who does what and give workers new tools to get more done (Moad 1993). 

Many organizations that have undertaken reengineering projects reported significant benefits from 
their BPR experience (Cafasso 1993a) in several areas such as customer satisfaction, productivity 
and profitability (The Economist 1993; Goll and Cordovano 1993). The expected improvements 

vary dramatically by company: productivity, quality, profits and customer satisfaction are 

expected to improve from 7 percent to 100 percent, depending on where the company is starting 
from and the extent of its efforts. Improvements forecast in costs, inventory, cycle time and 

response time range from 10 percent to as much as 400 percent. Other benefits include reduced 
floor space requirements; reduced labor requirements, particularly indirect labor; reduced material 

handling; improved employee empowerment and morale; improved communications between 
operations; and improved quality (Farmer 1993). 

While the promises from BPR implementation seem impressive, the problems are also numerous. 

Although many fii1TIS have implemented a variety of reengineering programs over the past years, 

few have reaped the benefits they expected (Cummings 1993). According to CSC Index, 

approximately one fourth of 300 reengineering projects in North America are not meeting their 
goals and the authors speculated that the figure may be closer to 70 percent (Cafasso 1993c). 

Many CIOs say that the actual benefits of the projects fall short of their expectations along the 

dimensions of customer service, process timeliness, quality, cost reduction, competitiveness, 

new/improved technology and sales/revenues (Hayley, Plewa and Watts 1993). A Deloitte and 

Touche survey showed reengineering projects consistently fall short of their expected benefits 

(Moad 1993). The up-front costs are high, particularly in the areas of training and consultant 

fees, with a time consuming learning curve (Bozman 1992). 
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1. BPR AS HUMAN RESOURCES ISSUES 

For some companies, creating an environment in which reengineering will succeed may be 
exceedingly difficult (Grover, Teng and Fiedler 1993). Some argue in favor of more gradual 
departures from traditional practices since managerial innovations take time and induce substantial 
strain on the organization (Brown 1993). As discussed by Guimaraes, Bell and Marston (1993) 
in the context of organizational change in general, there is much business organizations can do 
to reorganize for fast changing environments. The changes often fail because worker habits are 
not addressed during implementation (Grover, Teng and Fiedler 1993). Succumbing to the 
pressure to produce quick results, many managers who implemented BPR tend to ignore the 
massive changes in organizational structure, have misused and alienated middle managers and 
lower level employees, sold off solid businesses, neglected important research and development, 
and hindered the necessary modernization of their plants (Cascio 1993). 

While downsizing may be done strictly for cost cutting and does not necessarily imply process 
reengineering, in many cases BPR leads to downsizing. In such cases, the human resources tend 
to suffer strong setbacks (Ehrbar 1993) and much can be learned from the literature and practical 
experience in company downsizing. More than half the I ,468 restructured companies surveyed 
by the Society for Human Resource Management reported that employee productivity either 
stayed the same or deteriorated after the layoffs. A four-year study of thirty organizations in the 
automobile industry revealed that very few of the organizations implemented downsizing in a way 
that improved their effectiveness. Most deteriorated relative to their "pre-downsizing" levels of 
quality, productivity, effectiveness, and human relations indicators (Cascio 1993). In many cases, 
massive layoffs of middle managers have Jed to fewer layers of management but left in place the 
essence of the same organizational structure (Brandt, Byrne and Port 1993). Another problem 
is that, unwilling or unable to cope with the changes, many long-time workers have left the 
company (Moad 1993). Many studies show that surviving employees become narrow-minded, 
self-absorbed, and risk averse. That, in turn, results in sinking morale, productivity drops, and 
distrust of management (Cascio 1993). 

Many other important people problems associated with BPR implementation have been mentioned 
in the literature: communications barriers between functional areas (McKee 1992); lack of 
leadership and inability to properly handle personal risk and confrontations (Stadler and Elliot 
1992); difficulty having the changes accepted by the employees affected (Ryan 1992); the 
unexpected enormity of the undertaking and the disruption to the company as a social system 
(Huff 1992); the elimination of positions and worker anxiety over losing jobs are tough problems 
(King 1993); and Jack of communication between CIOs and CEOs (McPartlin 1992). 

While "dramatic business changes" and/or major job losses (which are not necessarily associated 
with process rcengineering) have attracted most of the attention in the literature, the importance 
of well trained and motivated employees is universally recognized as key for increasing company 
competitiveness. Nevertheless, lessons in this area do not seem to sink in. For example, US 
companies have experienced an estimated 50 percent to 75 percent failure rate while implement
ing advanced manufacturing technologies, mostly due to neglect of human factors (Saraph and 
Sebastian 1992). The need for increased research on human resource management issues has been 
emphasized in a number of recent studies (Allen and Katz 1986; Badawy 1988; Brooks and Wells 
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1989; Chan 1989; Garden 1989; Saleh and Desai 1990; Sherman 1986). The imp01tance of 

gaining a better understanding of the factors related to recruitment, motivation, and retention of 

employees is further underscored by rising personnel costs and high rates of turnover (Badawy 

1988; Basta and Johnson 1989;Garden 1989; Parden 1981; Sherman 1986). With increased 

competitiveness on a global scale, human resource departments in many organizations are 

experiencing greater pressure from top management to improve employee recruitment, selection, 

training, and retention. Reducing employee turnover intentions is important to reduce the loss 
of skilled workers, as well as to identify and check loss of employee motivation in general. 

Researchers have learned about the important relationships between personnel costs and turnover 

(Badawy 1988; Garden 1989; Sherman 1986), and that for one to reduce excessive turnover it 

is necessary to understand the reasons behind it. A review of the literature reveals a growing 

research interest in investigating the linkages among diverse variables posited to be predictors of 

turnover among a wide variety of employee types (Baroudi 1985; Bartol 1983; Chan 1989; 

Garden 1989; Parden 1981; Sherman 1986). Given the importance of the topic, it is surprising 

that no study has explored turnover and its antecedents among employees who survived the 

dramatic changes to their organizations from BPR projects. 

Even more important than turnover behavior (which is dependent on extraneous variables such 

as economic conditions and alternative job opportunities) is employee turnover intentions which 

provides a measure of employee morale and motivation. Needless to say, disgruntled employees 

who can't find employment elsewhere arc probably just as harmful to the company as the loss of 

skilled personnel The major purpose ofthi~ study was to test several hypotheses which compare 
employee turnover intentions and its antecedents before and after BPR projects. 

2. THE CONCEPTUAL FRAMEWORK 
AND HYPOTHESES 

Current empirical research provides strong support for Fishbein and Ajzen's (1975) proposition 

that behavioral intentions constitute the most immediate determinant of actual behavior, in this 
case employee turnover (Bluedorn 1982; Cotton and Tuttle 1986; Hom, Katerberg and Hulin 
1979; Michaels and Spector 1982; Williams and Hazer 1986). Given the modest costs 

associated with collecting turnover intentions statements compared to generating data about 
actual turnover, and the problem of temporarily dispersed leaving epi~odes typically found in most 

studies using an individual level predictive design, Bluedorn ( 1982) and Cowradale and Terborg 

(1980) have recommended using intent to leave attitudes rather than actual staying or leaving 

behavior as a criterion variable. Steel and Ovalle's ( 1984) meta-analysis suggested that turnover 

intentions and turnover are related, and that turnover intentions is a better predictor of turnover 

than affective variables such as job and career satisfaction, and organizational commitment. Last, 

hut extremely important operationally, collecting data on employees' turnover intentions is much 

easier than observing turnover behavior. For all these reasons, turnover intentions was used in 

this study instead of actual turnover. 
The four sets of variables addressed in this study are (a) two role stressors: role ambiguity and 

role conflict; (b) five task characteristics: variety, identity, significance, autonomy, and feedback; 

(c)four indicators of work-related attitudes: job involvement, job satisfaction, career satisfaction, 

and organizational commitment; and (d) tumover intentions. 
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2.1 Role Stressors 

Two role-based stressors were included in this study: role ambiguity and role conflict. Role 
ambiguity refers to the difference between what people expect of us on the job and what we feel 
we should do. This causes uncertainty about what our role should be. It can be a result of 
misunderstanding what is expected, how to meet the expectations, or the employee thinking the 
job should be different (Kahn, et al. 1964; Muchinsky 1990). Insufficient information on how to 
perform the job adequately, unclear expectations of peers and supervisors, ambiguity of 
performance evaluation methods, extensive job pressures, and lack of consensus on job functions 
or duties may cause employees to feel less involved and less satistied with their jobs and careers, 
less committed to their organizations, and eventually display a propensity to leave the 
organization. 

Role conflict can develop when two or more conflicting job requirements occur together so that 
complying with one would make doing the other more difficult (Kahn, et al. 1964). This could 
occur in a variety of ways. It might be a function of conflicting messages, a request for a high 
quality work within a very short period of time, or splitting loyalties between co-workers and the 
organization. It has been reported that role conflict is negatively associated with job satisfaction, 
and organizational commitment, and positively associated with intention to leave (Baroudi 1985; 
Bedeian and Armenakis 1981; Chan 1989). Badawy (1973, 1988) found that satisfaction is 
negatively correlated with role conflict among scientific professionals and R&D personnel. Saleh 
and Desai also reported that role stressors could affect satisfaction among plant managers. 
Similar results were found among programmers and other technical professionals (Baroudi 1985; 
Goldstein and Rockart 1984). As discussed earlier, BPR project.~ tend to create considerable 
turmoil within organizations and affect how employees perform their business tasks, relate to 
peers, superiors and subordinates, and feel about their organizations. Therefore, the ratings for 
role stressors are expected to be considerably higher after BPR. The following hypothesis L~ 
proposed: 

Hl: Role stressors will be higher after BPR. 

2.2 Task Characteristics 

Task characteristics have been found to be potential determinants of turnover among engineering 
and technical personnel (Couger 1988, 1990; Couger and Zawacki 1980; Garden 1989; Goldstein 
and Rockart 1984). These include the tive core job characteristics identitied by Hackman and 
Oldham (1975, 1980): (I) skill variety, which refers to the opportunity to utilize a variety of 
valued skills and talents on the job; (2) task identity, or the extent to which a job requires 
completion of a whole and identifiable piece of work - that is, doing a job from beginning to 
end, with visible results; (3) task signiticance, which reflects the extent to which the job has a 
substantial impact on the lives or work of other people, whether within or outside the 
organization; (4) job autonomy, or the extent to which the job provides freedom, independence, 
and discretion in scheduling work and determining procedures that the job provides; and (5) job 
feedback, which refers to the extent to which the job provides information about the effectiveness 
of one's performance. Task characteristics have been found to influence turnover intentions 
through their relationships with job satisfaction and organi111tional commitment (Michaels and 
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Spector 1982; Steers 1977). Furthermore, the engineering and MIS literature has focused 
extensively on the importance of a job which permits people to work on challenging and 
interesting tasks (Badawy 1978, 1988; Couger 1988, 1990; Garden 1989; Sherman 1986). It was 
suggested that if the job provides technical professionals, including plant managers, the 
opportunity to engage in challenging and exciting jobs, they will be more involved and satisfied 
in their jobs, more committed to their organizations, and finally, less likely to leave the 
organization. Task characteristics have also been found to be positively related to job satisfaction 
and organizational commitment and have direct and indirect effects on turnover intentions 
through satisfaction and commitment among technical professionals (Igbaria 1991; Parasuraman 
1989). Note that the job design literature suggests that motivators (e.g., job challenge, autonomy, 
responsibility, and achievement) lead to satisfaction and commitment and eventually reduce 
employee's intention to leave the organization (Hackman and Oldham 1980). 

BPR calls for dramatic changes to business processes and the business tasks involved. However, 
no literature presently exists suggesting whether task characteristics as defined in this study will 
improve. In BPR, the emphasis is on performing tasks which build added value to customer, and 
on doing whatever it takes to achieve predefined results (Gulden and Reck 1992). Thus, we 
propose the following hypothesis: 

H2: Task Characteristics will be different before and after BPR. 

2.3 Job Involvement 

Job involvement describes an individual's ego involvement with work and indicates the extent to 
which an individual identifies psychologically with his/her job (Kanungo 1982). It is also 
suggested that involvement refers to the internalizing values about the goodness or the 
importance of work and it was found that job involvement is related to task characteristics. 
Workers who have a greater variety of tasks and who deal with other people at work may feel 
more involved in the job. Involvement was also found to influence job satisfaction and 
organizational commitment. Employees who are more job involved are more satisfied with their 
jobs and more committed to their organization (Blau and Boal 1989; Brooke and Price 1989; 
Brooke, Russell and Price 1988; Kanungo 1982). Job involvement has also been found to be 
negatively related to turnover intentions (Blau and Boal 1989). Given the established relationship 
between task characteristics and job involvement, and the poorly understood impact of BPR on 
task characteristics, the following hypothesis is proposed: 

H3: Job involvement will be different before and after BPR. 

2.4 Job/Career Satisfaction, Organization Commitment 
and Turnover Intentions 

Job satisfaction, career satisfaction, and organizational commitment reflect a positive attitude 
toward the organization, thus having a direct influence on employee turnover intentions. Job 
satisfaction, job involvement and organizational commitment are considered to be related but 
distinguishable attitudes (Brooke and Price 1989). Satisfaction represents an affective response 
to specific aspects of the job or career and denotes the pleasurable or positive emotional state 
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resulting from an appraisal of one's job or career (Locke 1976; Porter, et at. 1974; Williams and 
Hazer 1986). Organizational commitment is an affective response to the whole organization and 
the degree of attachment or loyalty employees feel toward the organization. Job involvement 
represents the extent to which employees are absorbed in or preoccupied with their jobs and the 
extent to which an individual identifies with his/her job (Brooke, Russell and Price 1988). 

Several studies have focused on the relationships between job satisfaction and organizational 
commitment, and intention to leave (Baroudi 1985; Bartol 1983; Bluedorn 1982). It was 
suggested that job satisfaction and organizational commitment were related but distinguishable 
attitudes, in that commitment is an affective response to the entire organization, whereas job 
satisfaction represents an affective response to specific aspects of the job (Locke 1976; Porter, 
ct al. 1974; Williams and Hazer 1986). Moreover, the findings of Dougherty, Bluedorn, and 
Keon ( 1985), of Cotton and Tuttle, and of Michaels and Spector provide evidence that job 
satisfaction has a direct effect on turnover intentions as well as an indirect effect through 
organizational commitment. In addition, it is reasonable to expect that high levels of career 
satisfaction would enhance organizational commitment since employees who are satisfied with 
their careers should perceive greater benefits in retaining membership in their organizations than 
employees whose careers have been less gratifying. 

A number of empirical studies confirm the important role of organizational commitment in 
influencing turnover intentions (Baroudi 1985; Bartoll983; Steers 1977). Employees who are 
highly committed to their organization are less likely to leave than those who arc relatively 
uncommitted. It has also been reported that organizational commitment is more strongly related 
to turnover intentions than to job satisfaction (Baroudi 1985; Shore and Martin 1989). 

Following the same line of reasoning behind the previous hypothesis, the following hypotheses 
are proposed: 

H4: Job satisfaction will be different before and after BPR. 
HS: Career satisfaction will be different before and after BPR. 
H6: Organizational commitment will be different before and after BPR. 
H7: Turnover intentions will be different before and after BPR. 

3. METHODOLOGY 

3.1 Sampling Procedure 

In September of 1993, the President and the Human Resources Manager for a Fortune 500 
manufacturing company's plant with 654 employees located in the Southeastern portion of the 
U.S. agreed to a study of the determinants of turnover intentions among its employees. 

A random sample of two hundred employees produced 116 usable survey questionnaires, after 
discarding the ones containing invalid (seven) or missing data (twelve), with sixty-five non
respondents. Approximately four months later, the company embarked on a corporate-wide BPR 
program which has created substantial changes to some of its business processes and employees. 
Eleven months later, the BPR implementation was completed and the new processes were 
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operational In February of 1995, two months later, the same data collection instrument was used 
to assess the impact of the BPR changes on employee turnover intentions. In this case, the 116 
respondents to the first survey (before-BPR) were used as the starting point. Of these, fourteen 
could not be reached because they had resigned (five) or been laid off (nine). Twenty-two did 
not respond in time for this study, resulting in a sample of eighty usable after-BPR responses. 

In both data collection efforts, participation was voluntary and the same survey instrument was 
accompanied by a cover letter from the researchers which explained the study and assured that 
individual responses would be treated as confidential. Also, on both occasions a postage-paid 
envelope was provided so that respondents could return their completed surveys directly to the 
researchers. 

3.2 The Organizational Setting and BPR Project 

The plant involved in this study produces world-class electronic equipment for a global and hyper
competitive market. Aware of the need to keep ahead of the competition, top mangers decided 
to engage the regional office of a major consulting company to help them evaluate the need, 
redesign any process improvements, and help implement the changes. While the BPR project was 
initiated from the top and was closely watched by the top managers, the consulting company and 
the managers agreed on the need for direct employee participation in process redesign and 
implementation. There were numerous meetings to communicate to the employees the nature of 
the project and its importance, as well as presentations designed to allay possible employee 
feelings of insecurity about their jobs and quality of life. While the effectiveness of such meetings 
may be questioned, substantial time and effort was spent in this area. 

The plant-wide project substantially changed several processes, including product design/ 
development and manufacturing, and brought several of the large customers directly into the 
product design/development process. While at first many employees seemed to take the project 
as a fad, the process of redesigning major business processes and the job change implications soon 
created a serious atmosphere. At the end of the project, the layoffs and resignations were part 
of the changes created by the project. 

3.3 Variable Measurement 

As demographic information, participants were asked to indicate their level of formal education: 
(1) high school; (2) bachelor's degree; and (3) graduate or professional degree. Organizational 
tenure was measured by the number of years an individual had been employed in the organization. 
Level in the organization hierarchy consisted of five tiers: ( l) line employees; (2) professionals; 
(3) first level supervisors; (4) middle management; and (5) strategic management (top executives). 

Role stressors. Role stressors consist of role ambiguity and role conflict. They were 
operationally defined using a combined index of role ambiguity (three items) and role conflict 
(three items) adopted from Kahn, et aL and from Rizzo, House, and Lirtzman (1970). Each scale 
was scored using a five-point response mode ranging from (I) very false to (5) very true. The 
role conflict and role ambiguity items were reverse-scored so that the greater the score, the 
greater the perceived stress. These scales were chosen because of their established psychological 
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properties (Schuler, Aldag and Brief 1977; Van Sell, Brief and Schuler 1981) and their wide 
usage in role theory research. The three items of role ambiguity were averaged to obtain an 
overall index of role ambiguity. The Cronbach's Alpha coefticient of internal consistency 
reliability (alpha) for this scale was .69. Similarly, the three items of role conflict were averaged 
to develop the role conflict score (alpha=. 75). 

Task Cluuacteristics. Task characteristics reflecting the five core task attributes of skill variety 
(alpha= .66), task identity (alpha = .90), task significance (alpha = . 73), job autonomy (alpha = 
.70), and job feedback (alpha= .84) were measured by the Hackman and Oldham (1975) Job 
Diagnostic Survey (IDS), with some modification of the reverse-scored items following Idaszak 
and Drasgow's (1987) fmdings. The reliability and validity of the revised IDS have been well 
established and documented (Kulik, Oldham and Langner 1988). Dunham (1976) felt that all five 
dimensions could be subsumed in a single dimension reflecting job complexity without losing the 
meaning of enriched work. That is, it could be said that an enriched job is simply more complex 
than a routine job. Following Michaels and Spector in their test of the Mobley, et al. (1979) 
model and Dunham, the motivating potential score (MPS) was computed from the five task 
characteristics (alpha=.83) using the formula proposed by Hackman and Oldham (1975, 1980): 

MPS = (Skill variety+ Task Identity+ Task Significance)/3 x Autonomy x Feedback 

Job involvement. This was measured using a four-item scale based upon Kanungo's study. Job 
involvement is defined as the extent to which an individual identifies psychologically with his/her 
job. A Likert-type response format was provided with response options ranging from (I) strongly 
disagree to (5) strongly agree. These four items were averaged to obtain an overall index of job 
involvement. The internal consistency reliability of the scale was .86. 

Career satisfaction. This was measured by a five-item scale adapted from prior research 
(Greenhaus, Parasuraman and Wormely 1990), with appropriate changes to make the items more 
relevant to the present study. Individuals were asked to indicate their agreement or disagreement 
with each statement on a five point Likert-type scale ranging from (I) strongly disagree to (5) 
strongly agree. Responses to the five items were averaged to create a career satisfaction score 
(alpha= .83). 

Job satisfaction. This was operationalized by the six-item scale developed by Hackman and 
Oldham (1975). Each item required the respondents to indicate their agreement or disagreement 
on a five-point scale ranging from (I) strongly disagree to (5) strongly agree. Responses to the 
six items were averaged to produce a total job satisfaction score (alpha =. 75). 

Organizational commitment. This variable, defined as the identification with a particular 
organization and the desire to maintain membership in the organization, was measured by an 
abbreviated version of the Organizational Commitment Questionnaire (OCQ) developed by 
Porter, Crampon, and Smith (1976). The nine items used to construct the scale tap two of the 
three dimensions of commitment included in the longer version of the OCQ: (I) a strong belief 
in and acceptance of the organization's goals and values; and (2) a willingness to exert 
considerable effort on behalf of the organization. In order to avoid concept redundancy (Morrow 
1983), the six items reflecting a strong desire to maintain membership in the organization were 
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excluded from the measure of commitment because they overlapped with the measure of turnover 
intentions. Thus the shorter version of the scale used in this study represents a more "pure" 
measure of the affective dimensions of commitment to the employing organization. The response 
options to the items ranged from (I) strongly disagree to (5) strongly agree. The reliability and 
validity of the nine-item version have been found to be acceptable (Brooke, Russell and Price 
1988; Price and Mueller 1981). The items were recoded such that high scores reflected more 
commitment to the organization. The coefficient of reliability of this measure was .89. 

Intention to kave. This was measured by two items. One asked participants: "Given everything 
you know about the company in which you are employed and the type of work you like to do, 
how long do you think you will continue to work at this company?" The response options were 
anchored on a time-linked five-point scale ranging from (I) one year or less to (5) eleven years 
or more, or until retirement. The responses were reverse coded such that high scores reflected 
stronger intentions to leave the organization. The second item asked: "If you expect to leave this 
company before retirement, please indicate whether you expect to be forced out or to quit 
voluntarily." Since only one respondent expected to be forced out before-BPR and two after
BPR, this item was not used. The efficacy of a single-item measure of intention is supported by 
the findings of Kraut (1975) and others. 

3.4 Validity of Measures and Research Design 

The measures used in this study were chosen because they have been previously used and their 
psychometric properties are relatively well known. Factor analysis showed that the items for each 
scale loaded unambiguously ~.50 into one factor and !5:.30 into the others) thus indicating 
construct unidimensionality, a requirement for computing the Cronbach's Alpha. The internal 
consistency reliability coefficients (alpha) for the constructs in this study are all well above the 
level of .70 acceptable for social sciences studies (Nunally 1978). 

The quasi-experiment design (one-group, pretest-posttest) used in this study "is one of the more 
frequently used designs in the social sciences" (Cook and Campbell 1979). It also has major 
potential weaknesses which must be guarded against Of the many potential problems discussed 
by Cook and Campbell, "history," "statistical regression," "maturation," "testing," and 
"instrumentation" threats, only the first is plausible in this case. History in this case stands for the 
possibility that extraneous events might have happened during the BPR project period. For 
example, besides the BPR project, the employees participating in this study may have received 
a substantial pay raise which changed perceptions of their jobs and company. Similar possibilities 
are related to other changes in the work environment, company policies, or the layoffs which have 
occurred after the BPR project. While no relevant changes extraneous to the BPR project are 
apparent, this possible threat to the results validity can not be completely discarded. 

Except for the last item which will be addressed later, the importance of these potential threats 
can be minimized to some extent by the very nature of the BPR project. In this case, not 
uncommon in practice, the BPR project represents such massive change to the organization, in 
such a relatively short period of time, that in preparation for the project other initiatives were put 
on hold. For example, training programs, quality improvement programs, and any changes to 
policies and business processes all came to a standstill pending the redesign, planning, and 
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implementation phases of the BPR project. Only then were these other initiatives allowed to 
proceed and become part of the BPR project implementation process, or to proceed separately 
and co-exist with the new business processes, or were terminated indefinitely. 

The layoffs and resignations (fourteen people), and non-respondents (twenty-two people) 
significantly reduced the number of participants to the after-BPR data collection. These two non
respondent groups must be discussed separately. The employee layoffs or resignations associated 
with the BPR project were expected to affect the attitude of employees responding to the after
BPR questionnaire. To detect this and other such effects from the BPR project was the very 
objective of the study. The second group, non-respondents to the after-BPR questionnaire still 
with the company, is expected to have been affected by the project in a similar fashion. While 
measuring this effect is not possible, based on a set of independent-sample t-tests comparing this 
group to the other respondents to the before-BPR questionnaire, no significant differences exist 
along the thirteen major variables in this study. For all these reasons, the one-group pretest
posttest design employed in this study is thought capable of supporting the "reasonable causal 
inferences" made in this report (Cook and Campbelll979). 

3.5 Data Analysis 

Given the exploratory nature of this study, the statistical techniques used are fairly simple. To test 
the proposed hypotheses, two-tailed t-tests (with paired samples) were used to identify any 
differences in employee turnover intentions and its determinants before and after the BPR 
changes. Pearson correlation coefficients were used to examine the hypothesized relationships 
between the major constructs in this study. 

4. RESULTS 

Table 1 presents selected demographic information on the study participants. The sample is 
comprised of approximately one third females and two third males, mostly married people with 
at least a bachelor's degree and several years working for the host organization. 

4.1 Regarding the Relationships Among Major Variables 

Table 2 shows the statistical relationships among the major study variables. The results 
corroborate the literature proposing the direct impact of the MPS construct on career satisfaction, 
and organization commitment, and its inverse relationship with turnover intentions. However, the 
impacts of MPS on job satisfaction and job involvement are not statistically significant. Except 
for an inverse relationship between role ambiguity and organization commitment, the importance 
of role ambiguity and role conflict as determinants of any of the other major variables is also not 
significant. A possible explanation is that employees in this organization have performed in a 
hyper-competitive environment before and after BPR and have grown accustomed to the stressful 
environment, thus minimizing the impact of role stressors on job satisfaction, organization 
commitment, and the other major variables in this study. The importance of task characteristics, 
career satisfaction, job satisfaction, job involvement, and organization commitment as 
determinants of employee turnover intentions is supported by the results. 
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Table 1: Sample Demographics (n=80) 

Variables Frequency Percent 

Gender: 

Male 55 68.8 

Female 25 31.3 

Marital Status: 

Single 21 26.2 

Married 59 73.8 

Education Completed: 

High School 6 7.5 

Bachelor's Degree 48 60.0 

Graduate/Professional 26 32.5 

Level in Or-g_anization Hierarchy: 

Line Employee 53 66.3 

Professional Staff 2 2.5 

First Level Supervisor 23 28.8 

Middle Management 2 2.5 

Number of years employed with this Company: 

Less than 5 years 8 10 

5-9 years 28 35 

10-14 years 16 20 

15-19 years 22 27.5 

20 or more years 6 7.5 
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4.2 Regarding the Proposed Hypotheses 

Table 3 presents the results used in testing the hypotheses proposed in this study. Based on the 
significant differences between the arithmetic means (A VG) before and after the BPR project, the 
following hypotheses are supported at the .Ollevel or better: 

Hl: Task characteristics will be different before and after BPR. 
H4: Job satisfaction will be different before and after BPR. 
H6: Organizational commitment will be different before and after BPR. 

In the case of task characteristics, the differences are significant for the MPS construct as a 
whole, as well as for every one of its major sub-components. In every case, based on employees' 
perceptions, the impact of the BPR project seems to have increased the task characteristics 
addressed in this study. However, on the average, the employees' perceptions suggest that the 
BPR project has decreased the level of job satisfaction among employees and their commitment 
to the organization. A possible explanation is that task characteristics such as task variety and 
task autonomy went up because fewer people are doing more work, and job satisfaction went 
down because people are working harder and may be exhausted. Another explanation is that 
many employees may just want to keep their jobs as simple as possible, finish the work and go 
home, instead of the job enrichment they apparently have received. 

Table 3: Comparing Employees Before/After BPR Along Study Variables 

Before BPR AfterBPR 
Variables 

AVG ST.D. AVG ST.D. 
• (**) 

1. Role Ambiguity 3.10 .70 3.23 .73 .26 (.75) 

2. Role Conflict 3.61 .63 3.51 .85 .38 (.01) 

3. Task Characteristics (MPS) 88.95 29.34 138.33 70.73 .00 (.00) 

-Skill Variety 4.6 .77 5.15 1.00 .00 (.02) 

-Task Identity 4.37 1.14 4.91 1.32 .01 (.19) 

-Task Significance 4.38 .89 5.07 .90 .00 (.95) 

-Job Autonomy 4.53 .78 5.10 .97 .00 (.06) 

-Job Feedback 4.39 1.02 4.97 1.10 .00 (.57) 

4. Career Satisfaction 3.25 .75 3.31 .83 .61 (.36) 

5. Job Satisfaction 3.44 .53 3.17 .86 .01 (.00) 

6. Job Involvement 3.18 .81 3.14 .87 .71 (.53) 

7. Organization Commitment 3.14 .45 2.98 .56 .05 (.10) 

8. Turnover Intention 3.18 .81 3.11 .13 .71 (.00) 

* S1gruficance level for two-talled t-tests companng means (A VG) of prured samples. 
** Significance level for F test comparing standard deviations (ST.D.). 
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The reader is cautioned that, given the relatively small sample size, the power of the t-tests 
producing non-significant results may be too low for rejecting some of the hypotheses. Using 
Cohen's (1988) methodology, the power levels for the respective hypotheses were calculated as 
role ambiguity (0.26), role conflict (0.24), job involvement (0.63), career satisfaction (0.40), and 
turnover intention (0.17). Based on the results in Table 3, the following hypotheses can not be 
accepted: 

He: Role stressors will be higher after BPR 
H3: Job involvement will be different before and after BPR. 
HS: Career satisfaction will be different before and after BPR. 
H7: Turnover intentions will be different before and after BPR. 

It is interesting to note that while the results show no significant difference in role ambiguity and 
role conflict before/after BPR contrary to stated expectations, on the average respondents 
reported lower role conflict after the BPR project. A possible explanation is that the BPR project 
may have resulted in more streamlined personnel roles (task combinations) with individual 
employees performing a less conflicting mix of tasks. 

4.3 Results Regarding Differences in Standard Deviations 

Table 3 also presents the results from F tests regarding differences in the standard deviations for 
the major variables and the major sub-components for role stressors and MPS. The F tests 
indicated some before/after BPR differences significant at the 0.05 level or lower. Based on the 
employees' perceptions, the BPR process seems to have had a significant impact on the standard 
deviations of five of the thirteen variables in Table 3: role conflict, MPS, skill variety (one of the 
MPS components), job satisfaction, and turnover intentions. In summary, as discussed in the 
context of hypotheses testing, on the average the personnel attitudinal changes from the BPR 
process were apparent only in terms of improved task characteristics, lower job satisfaction, and 
lower organizational commitment. Besides that, not originally proposed, the employees' 
perceptions suggest that the BPR process has also significantly increased difference of opinion 
along the five study variables mentioned above. 

5. CONCLUSIONS AND MANAGERIAL IMPLICATIONS 

As previously warned by some authors, BPR does seem to have significant impact on personnel 
attitudes toward their jobs and their organizations. This single company field test reveals that their 
BPR project has significantly affected the average employee ratings for eight of the thirteen 
variables studied, but showed no apparent difference in the consequent variable, employee 
turnover intentions. Furthermore, the employees' perceptions suggest that the BPR project has 
produced a significantly wider difference of opinion among employees along five of these 
variables, including turnover intentions. 

Despite the organization turmoil which many authors have associated with large BPR projects 
such as the one studied here, the change process on the average seems to have had no significant 
impact on role conflict. Employees' opinions suggest that the BPR changes apparently also 
resulted in a richer overall job environment, with significant improvements in the skill variety 
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used, task identity and significance, job autonomy and performance feedback. However, despite 
these improvements, on the average employees reported lower job satisfaction, without any 
significant differences in job involvement and intentions to leave. Furthermore, based on the 
employees' opinions, the BPR project has significantly reduced employee job satisfaction and 
organization commitment. A possible explanation is that task characteristics such as task variety 
and task autonomy have increased because fewer people are being forced to perform more tasks. 
That, in tum, may be leading to overwork and lower satisfaction with the job. It is also possible 
that employees lower '1ob dissatisfaction" may be temporary and due primarily to the 
organizational turmoil commonly associated with BPR projects. Another likely explanation is that 
other job related factors such as pay and job security play an important role in determining job 
satisfaction and commitment. Psychological factors, such as the degree of "ownership" employees 
feel regarding the changes to their jobs, are also likely to play an important role in determining 
attitudes toward the job and the organization. The latter is particularly important for large BPR 
projects with wide organization impact such as the one studied here. Such projects normally 
require top management control for effective implementation. Without management sensitivity 
to the importance of employee project ownership, workers are likely to express lower job 
satisfaction and organization commitment with the required job changes. 

On the average, the results have shown no significant change in employee job involvement or 
turnover intentions. Nevertheless, BPR project managers must carefully understand and hopefully 
contain the apparent employee attitude polarization from the project. While on the average the 
BPR project did not seem to produce significant changes along some variables, the attitude of 
many employees seems to have been negatively affected to a significant extent. To improve 
employee morale and performance, and to pre-empt future personnel problems, it is important 
that managers understand the reasons why some employees may sec the BPR changes (or the 
BPR process itself) in a negative light. As cautioned by previous authors, some effective 
employee training about the nature and objectives of the BPR project seems advisable. 

6. STUDY LIMITATIONS AND RESEARCH 
OPPORTUNITIES 

This study has several limitations which can be viewed as opportunities for further research. The 
complexity of the issues addressed in this paper would greatly benefit from larger sample sizes 
able to support multivariate statistical techniques. It is also important that other major constructs 
addressing the BPR implementation process (including employee participation, degree of 
empowerment, management support for the project, communication), and the job changes 
(including rewards for performance, future job security, organization support for the employee) 
be added to the conceptual framework underlying this study. 

Besides a larger sample size, to ensure a more general application of the results, it is also 
important that the hypotheses proposed here be retested with data from several companies and 
industry sectors. Very likely, intercompany differences will significantly affect the results. Finally, 
it may be important to include certain characteristics of the BPR project such as the degree of 
organization downsizing involved, the presence of external change agents (i.e., consultants and 
benchmarking organizations), and the financial strength of the organization immediately before 
the BPR project. These desirable improvements and extensions to this study do not in any way 



Assessing employee turnover intentions before/after BPR 147 

diminish its contribution as the first attempt to formally test human resources management issues 
surrounding the implementation of BPR projects. 
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