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Background 
The aim of the project was to explore the relationship 
between employee participation and job satisfaction 
by carrying out four workshops relating to the 
implementation of the 3Rs and working towards a 
Culture of Care with clearly defined shared values. The 
participants were members of the Biological Services 
Unit at King’s College London Guy’s Campus involved in 
the care of animals used for medical research.

The 3Rs are a set of principles that provide a framework 
for more ethical and humane animal research.1 They 
stand for Replacement, Reduction and Refinement. 
Where possible, the use of animals should be replaced 
by another method when they can provide the same 
quality of research e.g. computer models. If it is not 
possible to replace animals, then all efforts should 
be made to reduce the number of animals used. 
Refinement methods should be utilised to reduce the 
amount of pain, suffering or lasting harm experienced 
by the animals, this can be obtained for example, by 
improving housing, procedure methods and pain relief.

Institutions that work with research animals are highly 
regulated by legislation and guidelines. However, such 
institutions should endeavour to go beyond the legal 
obligations and treat the animals with compassion and 
empathy by establishing a Culture of Care. Improved 
animal welfare has continually been shown to increase 
the reproducibility of research and promote good 
science. This culture should be extended to the people 
that work with the animals where “Institutional culture 
influences the productivity and performance of many 
enterprises”.2,3 Low morale and motivation in staff can 
be linked to low job satisfaction, increased sickness and 
bad public perception of an organisation.  According to 
the Chartered Institute of Personnel and Development 
(CIPD) 2018 report, absences due to stress-related 
illness and mental health issues including anxiety and 
depression had increased in nearly 40% and 55% of 
organisations, respectively.4

Organisational culture is generally accepted, as defined 
by Schein (1990), as “a set of beliefs and values shared 
by members of the same organisation that influences 
their behaviours”.5 A research report by the CIPD 
(2016) further found that culture ‘impacts the trust, 
engagement, wellbeing and productivity of employees’ 
and ‘plays out in employees through how they behave 
and the values they apply to the work they do…’ .6

To obtain a Culture of Care around the animals, a 
culture of care is required for those who care for the 
animals. There are many motivational theories alluding 
to the factors that influence and drive employees 
and their work ethic. Maslow’s Hierarchy of Needs is 
a five-tier model of needs whereby needs lower down 
in the hierarchy need to be met before higher needs 
can be addressed.7 The first four tiers are deficiency 
needs whereby motivation is driven when these are not 
met. The last tier is growth needs whereby motivation 
increases as these needs are met. To get the most from 
employees and keep them motivated, it is important to 
identify what needs are currently fulfilled, what needs 
need fulfilling and how these can be met to achieve 
the stage of self-actualisation whereby individuals are 
motivated to become the best that they can be. The 
physiological and safety needs of employees should be 
met already by the job. The use of workshops to allow 
discussion and participation between staff should allow 
for the belonging and esteem needs to be met if they 
are not already being met. For example, Charles River 
utilises monthly webinars where discussions regarding 
animal welfare and strategies for implementing the 3Rs 
can take place as part of their institutional framework 
to promote a culture of care.8

A study conducted by Bhatti and Qureshi (2007) across 
34 organisations in the telecommunications, banking 
and the oil and gas sectors of Pakistan, found that 
employee participation had a positive and significant 
effect on the job satisfaction of the employee. The study 
also found that it was important that staff knew what 
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was going on in the organisation so that they could 
use the knowledge and concluded that information-
sharing programmes are integral to organisational 
success.

Legislation regarding staff is also a factor that has 
been considered so that no bias should be shown 
with the intention that all staff members have equal 
opportunities to benefi t from the project. 

The project was feasible, as at least 4 workshops 
were possible to implement within the timeframe with 
little or no extra fi nancial cost. The time to carry out 
the workshops was factored into the normal working 
week and was agreed by senior management.

Improved staff welfare could lead to improved animal 
welfare, increased productivity and reduced sickness. 
These secondary factors were not assessed in 
the current project due to time constraints and a 
sample group that did not refl ect the whole company. 
However, there is potential for future development of 
the project.

Another limitation of the project is that there are many 
factors both inside and outside of work that infl uence 
motivation, morale and job satisfaction in staff.

Objectives

Scoping

1. Identify stakeholders (high infl uence: high interest)

 1.1 How: Stakeholder mapping

 1.2 Completion: End December 2019

2. Identify potential risks and mitigating factors

 2.1 How: Risk Register

 2.2 Completion: End December 2019

3. Create a budget overview including time costs

 3.1 How: Estimated costs spreadsheet

 3.2 Completion: End December 2019

Planning

1. Communicate with primary stakeholders (High 
infl uence: High interest) by meeting in person to 
discuss the remit of project and identify concerns 

 1.1 How: In person

 1.2 Completion: Mid-January 2020

2. Communicate with secondary stakeholders (High 
infl uence: Low interest or Low infl uence: High interest)

 2.1 How: Email

 2.2 Completion: End January 2020

3. Communicate with tertiary stakeholders (Low 
infl uence: Low interest)

 3.1 How: Organisation’s website

 3.2 Completion: End January 2020

4. Design a job satisfaction survey that can be put 
online to allow for anonymous and honest answering

 4.1 Completion: End-January 2020

5. Confi rm content of workshops by talking to the 
Named Information Offi cer (NIO) and Named Training 
and Competency Offi cer (NTCO) 

 5.1 How: Meeting in person

 5.2 Completion: Mid-January 2020

6. Communicate with suitable industry members to 
lead workshops

 6.1 How: Email or phone

 6.2 Completion: Mid-January 2020

7. Book suitable space to effi ciently carry out 
workshops

 7.1 How: Email or phone

 7.2 Completion: Mid-January

Implementation

1. Design workshop questionnaires

 1.1 How: paper questionnaire consisting of 
  approximately 10 questions

 1.2 Completion: End January 2020

2. Inform staff of the workshops 

 2.1 How: In person

 2.2 Completion: End January 2020

Figure 1. Maslow’s Hierarchy of Needs
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3. Carry out workshops twice a month on Thursday 
afternoon taking a maximum of 1hr 30mins

 3.1 How: Active participation 

 3.2 Completion: 4 workshops by Mid-March 2020

4. Obtain workshop feedback

 4.1 How: anonymous paper questionnaire

 4.2 Completion: after every workshop

5. Obtain results of job satisfaction as result of 
workshops survey

 5.1 How: anonymous online questionnaire through
  survey monkey

 5.2 Completion: Mid-March

Evaluation
1. Compare and analyse results

2. Meet with senior management to discuss results 
and positives and negatives of the project and where 
the project can move 

3.  Create report

 3.1 Completion: Early March 2020

4. Report to stakeholders

 4.1 How: Presentation

 4.2 Completion: Mid-March 2020

5. Gain feedback 
 5.1 How: staff survey and open discussion
 5.2 Completion: End March 2020

Primary Stakeholders 
The primary stakeholders are the key players in the 
project that have a high level of infl uence and high level 
of interest in the project. It was  important to ensure 
that these stakeholders remained satisfi ed throughout 
the project.

Secondary Stakeholders
The secondary stakeholders were those with either a 
high infl uence and low interest (potential change agents) 
or high interest and low infl uence (Back-Yarders). It was 
important to identify how they may be affected by the 
project and to keep them informed.

Tertiary Stakeholders 
Tertiary stakeholders have low interest and low infl uence 
in the project and minimal effort was required to keep 
them informed but they were considered.

Figure 2. Categories of Stakeholders 
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Risk 
ID Identified 

Category Risk The risk is caused by Effects of Risk 
Mitigating Action 
In Place  

Im
pa

ct
 

Le
ve

l 

                

1 

21/11/2019 

 

DISHONEST 

FEEDBACK 

Participants feeling 

pressured to respond in 

a certain way in order to 

please employer and 

avoid negative retaliation. 

Non-

reproducible 

outcomes 

 that are not 

representative  

to the project. 

All questionnaires  

will be anonymously answered. 

M
ed

iu
m

 

2 

21/11/2019 

 

LACK OF TIME Time for day-to-day 

tasks allows no time for 

the project. 

Project gets 

overlooked and 

is unable to be 

completed in 

time frame. 

Time allocation for the project  

will be agreed with the director  

and line manager ahead of time  

and protected in writing. Staff will  

be motivated to finish their work  

in time in order to attend sessions. 

H
ig

h
 

3 

21/11/2019 

 

LACK OF 

INDIVIDUAL 

PARTICIPATION 

Absence due to 

sickness, annual leave 

or part-time working 

hours. 

Equal 

opportunities 

affected if not all 

can take part 

and reduced 

statistically 

significant 

results with a 

smaller sample 

size. 

Sessions to be carried out on a Thursday when annual 

leave is lower and part-time working hours coincide. 

Lo
w

 

4 

05/01/2020 

 

LACK OF 

OVERALL 

PARTICIPATION 

Lack of interest or 

motivation as a whole to 

attend sessions. 

A small or non-

existent sample 

group would 

prevent the 

project from 

being carried out. 

Sessions will be mandatory and positively promoted. 

Senior staff will also be encouraged to be absent from 

the sessions to aid interaction from the staff. 

H
ig

h
 

5 

05/01/2020 
 

LACK OF 

SUPPORT 

Line managers not 

wanting to free up time 

or to receive feedback 

that may reflect 

negatively on their 

management style. 

Will make it 

harder for the 

project to be 

carried out 

successfully and 

could negatively 

affect morale. 

The positives of the project will be promoted and the 

sessions will take place at a point in the week when the 

workload is lower. 

M
ed

iu
m

 

6 

21/11/2019 
 

LACK OF 

CONTENT 

Not deciding on the 

content or organising 

someone to present it in 

time. 

Will delay the 

implementation 

of the project 

and may 

completely 

hinder its 

success. 

Regular meetings from early on with the NTCO to 

determine content and arrange for a presenter and 

book for definite time. 

H
ig

h
 

7 

05/01/2020 
 

LACK OF 

SPACE 

Not booking a suitable 

area in adequate time or 

the space becoming 

unexpectedly 

unavailable. 

May delay the 

project and 

reduce morale. 

Determine early on how much space is needed and 

book specific areas for specific dates. Reserve a 

backup space in case of unforeseen problems. 

M
ed

iu
m

 

Date 

Risk Register – planning 
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Budget Overview Example questionnaire 

Kings College London  
Guys Campus Biological Services 

PROMOTING A CULTURE OF CARE  
Order of magnitude Costs

    £3,600
Planning   

Time   420 

Materials  10

Implementation

Time   2,400

Space   600

Materials  50

Analysis and Evaluation 

Time   150 

TOTAL   £3,600

Planning document

Workshop 1
The workshop will cover: What the 3Rs stand for and 
how they are linked to a Culture of Care. This workshop 
will establish what the core values of the organisation 
are.

Workshop 2
This workshop will focus on: How the 3Rs can be 
implemented at the technician level. Examples of 
previous ways the 3Rs have been implemented that are 
relevant to the staff will be given.

Workshop 3
The workshop will be based around examples of project 
protocols that are not designed with best practice 
and discussion in groups on how the 3Rs could be 
implemented.

Workshop 4
This workshop will be creative, involving employees to 
take what they have learnt and apply it to a specific 
species or procedure to apply the 3Rs to design a 
technique or piece of equipment that would improve 
animal welfare.

Each workshop will be followed by a brief questionnaire 
that is designed to be anonymously completed. 

Workshop 1 Feedback

Directions: Please indicate your level of agreement or disagreement 
with each of these statements in response to having participated 
in the workshop.

Q1. I have an improved understanding the principles of the 3Rs. 

Strongly 
Agree Agree Neutral Disagree

Strongly 
Disagree

Strongly 
Agree Agree Neutral Disagree

Strongly 
Disagree

Strongly 
Agree Agree Neutral Disagree

Strongly 
Disagree

Strongly 
Agree Agree Neutral Disagree

Strongly 
Disagree

Strongly 
Agree Agree Neutral Disagree

Strongly 
Disagree

Strongly 
Agree Agree Neutral Disagree

Strongly 
Disagree

Strongly 
Agree Agree Neutral Disagree

Strongly 
Disagree

Strongly 
Agree Agree Neutral Disagree

Strongly 
Disagree

Strongly 
Agree Agree Neutral Disagree

Strongly 
Disagree

Q2. I have improved my understanding of the link between the 
3Rs, good animal welfare, and good science. 

Q3. I am more confident of my ability to apply the principles of 
the 3Rs. 

Q4. My understanding of what a Culture of Care is, has improved.

Q5. I have thought about the 3Rs and how to implement them, more 
than I normally would. 

Q6. I feel more confident that I am able to contribute my ideas 
and that I will be listened to. 

Q7. I feel more motivated to look for new ways to apply the 3Rs.

Q8. I will be able to get more satisfaction from my job by actively 
applying the principles of the 3Rs.

Q9. I feel I know more of what is expected of me in my job role

The relationship between employee participation and job satisfaction
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After all workshops had been carried out, participants 
were asked to complete an anonymous survey on 
SurveyMonkey® to give feedback on the workshops 
regarding job satisfaction and certain aspects that 
can affect job satisfaction. This feedback was used 
to analyse and evaluate the relationship between 
employee participation and job satisfaction.

Participation workshops feedback
Please indicate your level of agreement or disagreement 
with the following statements as a result of attending 
the 3Rs workshop. 

Communication with stakeholders
A key tool when communicating with stakeholders was 
the POURS method whereby:

Plan (what to tell and what to ask)
Outline (your understanding, clarify objectives and 
seek feedback)
Use (open questions)
Refl ect (use closed questions for confi rmation)
Summarise (agree actions)

Key players
The POURS method for communicating with key players 
included the site manager, my line manager and Named 
Training and Competency Offi cer (NTCO). I met in person 
with these stakeholders and used a plan for which 
information to provide and which information to gain 
from them regarding the scope of the project. I outlined 
the objectives of the project and sought feedback. 
Open questions were used to gain detailed information 
and closed questions used to refl ect on some of the 
information to confi rm answers. The end of the meeting 
was used to summarise and agree on the actions to 
be taken. Communication regarding the project with 
these stakeholders was on a fortnightly basis following 
completion of each workshop. 

Communication with technical staff was informal 
and took place as group discussions and feedback 
questionnaires.

Potential change agents
The POURS method was also utilised to communicate 
with the director in face to face meetings at the beginning 
and end of the project.  Human resources and Named 
Information Offi cer (NIO) will be informed by email at the 
beginning and end of the implementation of the project.

‘Back-Yarders’ and the indifferent
Tertiary stakeholders including researchers, general 
public, project holders and administration can be 
kept informed via a blog on the company’s respective 
website after each workshop.

20

1. I feel more able to influence how things are done in my
team w

Strongly agree
Agree
Neither agree nor disagree
Disagree
Strongly disagree

2. I am better informed and trained to do my job well w
Strongly agree
Agree
Neither agree nor disagree
Disagree
Strongly disagree

3. A positive culture is visible where I work w
Strongly agree
Agree
Neither agree nor disagree
Disagree
Strongly disagree

4. I feel encouraged to come up with new and better ways
of doing things w

Strongly agree
Agree
Neither agree nor disagree
Disagree
Strongly disagree

5. I have a greater feeling of personal accomplishment w

Strongly agree
Agree
Neither agree nor disagree
Disagree
Strongly disagree

21

6. I am more invested in the shared values of the
company w

Strongly agree
Agree
Neither agree nor disagree
Disagree
Strongly disagree

7. I am more satisfied overall in my job w
Strongly agree
Agree
Neither agree nor disagree
Disagree
Strongly disagree

8. How many of the workshops did you attend? w

1
2
3
4

9. What aspects of the workshops were good? w

10. What would you change about the workshops? w

The relationship between employee participation and job satisfaction
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7 

5.01.2020 

 
 
 
 
 
 
 
 
 
 
 
 

LACK OF SPACE Not booking a 
suitable area 
in adequate 
time or the 
space 
becoming 
unexpectedly 
unavailable. 

May delay the 
project and 
reduce morale. 

Determine early 
on how much 
space is needed 
and book 
specific areas 
for specific 
dates. Reserve a 
backup space in 
case of 
unforeseen 
problems. 

24.01.20 

 

 

 

 

 

Successful 
workshops will be 
carried out in 
adequate spaces to 
facilitate the 
experience.

 

Lo
w 

 

Risk Register – Post Implementation 

Risk 
ID Date Identified

 

Category
 

Risk

 

The risk is 
caused by Effects of Risk 

Mitigating 
Action 
In Place  

End Date 

 

Results of 

mitigation action  

Final 

Impact 

Level 

1 

21.11.19   

DISHONEST  
FEEDBACK 

Participants 
feeling 
pressured to 
respond in a 
certain way in 
order to 
please 
employer and 
avoid 
negative 
retaliation. 

Non-
reproducible 
outcomes that 
are not 
representative 
to the project. 

All 
questionnaires  
will be 
anonymously  
answered. 

 03.03.20  

The responses 
obtained 
throughout the 
project will more 
accurately reflect 
the true feelings of 
the participants.

 

Lo
w 

2 

21.11./19   

LACK  
OF TIME 

Time for day-
to-day tasks 
allows no 
time for the 
project. 

Project gets 
overlooked and 
is unable to be 
completed in 
time frame. 

Time allocation 
for the project 
will be agreed 
with the 
director and 
line manager 
ahead of time 
and protected 
in writing. Staff 
will be 
motivated to 
finish their work 
in time in order 
to attend 
sessions. 

13.03.20  

Time to implement 
the project will be 
protected so that it 
can be effectively 
carried out to 
completion, whilst 
still providing 
enough time to do 
the normal day
day work.

 

M
ed

ium
 

3 

21.11./19   

LACK OF 
INDIVIDUAL 
PARTICIPATION 

Absence due 
to sickness, 
annual leave 
or part-time 
working hours. 

Equal 
opportunities 
affected if not 
all can take part 
and reduced 
statistically 
significant 
results with a 
smaller sample 
size. 

Sessions to be 
carried out on a 
Thursday when 
annual leave is 
lower and part-
time working 
hours coincide. 

13.03.20 

More people being 
able to attend will 
promote equal 
opportunities and 
give more 
statistically 
significant results.

 

Lo
w 

4 

5.01.2020   

LACK OF 
OVERALL 
PARTICIPATION 

Lack of 
interest or 
motivation as 
a whole to 
attend 
sessions. 

A small or non-
existent sample 
group would 
prevent the 
project from 
being carried 
out. 

Sessions will be 
mandatory and 
positively 
promoted. 
Senior staff will 
also be 
encouraged to 
be absent from 
the sessions to 
aid interaction 
from the staff. 

13.03.20 

Workshops will be 
more successfully 
attended with more 
interaction and 
contribution from 
the staff.

 
M

ed
ium

 

5 

5.01.2020   

LACK OF 
SUPPORT 

Line managers W  
not wanting 
to free up 
time or to 
receive 
feedback that 
may reflect 
negatively on 
their 
management 
style. 

make it 
harder for the 
project to be 
carried out 
successfully and 
could 
negatively 
affect morale. 

The positives of 
the project will 
be promoted, 
and the 
sessions will 
take place at a 
point in the 
week when the 
workload is 
lower. 13.03.20 

Workshops are 
more likely to be 
attended and 
professional 
relationships will be 
improved.

 

Lo
w 

6 

21.11.19   

LACK OF 
CONTENT 

Not deciding 
on the 
content or 
organising 
someone to 
present it in 
time. 

Will delay the 
implementation 
of the project 
and may 
completely 
hinder its 
success. 

Regular 
meetings from 
early on with 
the NTCO to 
determine 
content and 
arrange for a 
presenter and 
book for 
definite time. 13.03.20 

Workshops will be 
structured providing 
the staff with a 
informative and 
enjoyable session.

 

M
ed

ium
 

Will  
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LACK OF SPACE Not booking a 
suitable area 
in adequate 
time or the 
space 
becoming 
unexpectedly 
unavailable. 

May delay the 
project and 
reduce morale. 

Determine early 
on how much 
space is needed 
and book 
specific areas 
for specific 
dates. Reserve a 
backup space in 
case of 
unforeseen 
problems. 

24.01.20 

 

 

 

 

 

Successful 
workshops will be 
carried out in 
adequate spaces to 
facilitate the 
experience.

 

Lo
w 
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Project programme of work Kings College London,  
Guys Campus Biological Services 

PROMOTING A CULTURE OF CARE  
Workshop Costing

Workshop 1
Planning 
Time                                      140
Materials                     10

Implementing 
Time                                      600
Space                               150 
Materials                                 20
                                           TOTAL  920 

Workshop 2
Planning 
Time                   140
Materials        10

Implementing 
Time               620
Space              150 
Materials      20
                                           TOTAL   930 

Workshop 3
Planning 
Time          140
Materials                      10

Implementing 
Time                600
Space           150 
Materials               20
                                           TOTAL 910 

Workshop 4
Planning 
Time                140
Materials               10

Implementing 
Time                   600
Space                             150 
Materials                     20
                                           TOTAL  930 

Analysing and Evaluating 
Time                                                    150 
                                           TOTAL    150 

TOTAL                           3,840 

Chart 1. Project programme of work. 

Project Implementation document

Delivery Methodology

Control 
Element

What is 
likely to go 
wrong?

How and 
when will 
know?

What will be 
done about 
it?

Quality Workshops 
may not 
inspire 
participation 
or improve 
job 
satisfaction.

Results 
obtained from 
end of session 
questionnaires 
and end 
of project 
questionnaire.

Use feedback 
after each 
workshop 
to make 
improvements.

Cost Costs 
including 
time may 
exceed 
budget.

Employ 
a budget 
analysis 
after each 
workshop.

Reduce costs 
of latter 
workshops 
if projected 
expenditure 
is likely 
to exceed 
budget.

Time Workshops 
may not be 
completed 
within the 
project 
timeline.

When 
structuring 
and 
planning the 
workshops.

Workshops 
will be 
altered to 
fit around 
schedule.

Quantity The number 
of planned 
workshops 
may not be 
possible in 
timeframe 
or space not 
available.

When 
booking 
room for 
workshops.

Information 
will have to 
be structured 
so that it can 
be delivered 
in fewer 
hours.

Table 1. Control point identification

The relationship between employee participation and job satisfaction
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Problems
Due to work commitments and holidays, staff could not 
attend the original proposed dates for the workshops 
and so the dates had to be changed. Suitable locations 
to hold the workshops were only available for 3 of the 
new dates in the afternoon, therefore the content of the 
4 workshops had to be restructured to be presented in 
3 workshops.

Workshop 1 Format
Ice breaker activity - employees were randomly put into 
groups. The groups were each given a different item 
and were to come up with an argument as to why their 
item would be the best to have on a desert island. The 
aim of the ice breakers in each workshop was to relax 
the staff and create a clear division between the normal 
workday and the workshops. 

The information – presented as a slideshow and 
focussed on the theory of culture and the 3Rs and a 
tour of the NC3Rs website.

Discussion – open on how the 3Rs could be implemented 
in the workplace.

Workshop 2 Format
Ice breaker activity – staff put into teams and stand 
in a queue. The person at the back gets an image and 
draws it on the back of the person in front with their 
finger. This person then does the same to the person in 
front of them without seeing the image. The person at 
the front draws the image on a piece of paper based on 
the image drawn on their back.

Information – a quiz based on the previous workshop 
and on some welfare issues in the workplace. A brief 
talk on enrichment for toads and then in groups design 
toad enrichment.

Discussion – presentation on the enrichment designed 
and how it incorporates the 3Rs.

Workshop 3 Format
Ice breaker – the same as in Workshop 2 as it went 
down well.

Information – a guest presenter on a project that had 
incorporated the 3Rs to improve animal husbandry. An 
example of a bad protocol was given to the staff. In 
groups they analysed the proposed protocol to make 
suggestions on how it could be improved by utilising 
the 3Rs.

Discussion – each person was given a chance to report 
back on the different aspects of the proposal, on what 
they would improve or where they would need more 
information to determine whether it was ethical.

Revised programme of work

Description Start 
Date

End 
Date

Duration 
(Days)

Overall 
programme

1/12/19 18/3/20 109

Communicate 
with primary 
stakeholders

 8/12/19 15/12/19   8

Agree content of 
workshops

 6/1/20 24/1/20  19

Communicate 
with secondary 
stakeholders

 6/1/20 31/1/20  26

Communicate 
with tertiary 
stakeholders

24/1/20 31/1/20   8

Arrange content 
and presenters

18/1/20 13/3/20  56

Design evaluation 
questionnaire

17/1/20 26/1/20  10

Book times and 
rooms

18/1/20 31/1/20  14

Design workshop 
1 content

17/1/20 11/2/20  26

Design workshop 
1 questionnaire

17/1/20 11/2/20  26

Workshop 1 
questionnaire

12/2/20 13/2/20   2

Mid- point review 21/2/20 28/2/20   8

First workshop 12/2/20 12/2/20   1

Design workshop 
2 questionnaire

13/2/20  3/3/20  20

Design workshop 
2 content

13/2/20  3/3/20  20

Workshop 2 
questionnaire

 4/3/20  5/3/20   2

Second workshop  4/3/20  4/3/20   1

Design workshop 
3 content

 5/3/20 10/3/20   6

Design workshop 
3 questionnaire

 5/3/20 10/3/20   6

Workshop 3 
questionnaire

11/3/20 12/3/20   2

Third workshop 11/3/20 11/3/20   1

Give out overall 
questionnaire

12/3/20 13/3/20   2

Analyse results 14/3/20 17/3/20   4

Evaluate 14/3/20 17/3/20   4

Present project 18/3/20 18/3/20   1
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Budget – Earned Value Analysis

Chart 2. Revised Project programme of work. 
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Earned Value Analysis (EVA). Performed 22nd 

February 2020 

    

Cost Baseline 

 A 4 month, £2910 

project   

 

Actual 

Cost 

 Planned Value (PV) 1 2 3 4 

 

£595 

 

 

Dec Jan Feb Mar 

Planned  

Value 

 (PV) 

% 

completed 

Earned 

Value (EV) 

Workshop 1 planning 13 98 39     150 100% 150 

Workshop 1 

implementing     770     770 100% 770 

Workshop 2 planning     150     150 30% 45 

Workshop 2 

implementing     780     780 0% 0 

Workshop 3 planning     86 64   150 0% 0 

Workshop 3 

implementing         760   760 0% 0 

Analysis and Evaluation         150   150 0% 0 

PV= 13 98 1825   974 2910   965 

Earned Value (EV) 965 

      Actual Cost (AC) 595 

      

Earned Value Analysis (EVA). Performed 22nd February 2020

Earned Value (EV)             965 Cost variance (CV)                              370 Schedule Performance Index (SPI)          0.49845

Actual Cost (AC)               595 Schedule Variance (SV)                      -971 Estimated Cost at Completion E[C]       1794.249

Planned Value (PV)          1936 Cost Performance Index (CPI)    1.621849 Estimated Time at Completion E [T]        8.02487
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Earned Value Analysis (EVA). Performed 5th 

March 2020 

     

Cost Baseline 

 A 4 month, £2910 

project   

 

Actual 

Cost 

 Planned Value (PV) 1 2 3 4 

 

£1,025 

 

 

Dec Jan Feb Mar 

Planned 

Value (PV) 

% 

completed 

Earned 

Value (EV) 

Workshop 1 planning 13 98 39   150 100% 150 

Workshop 1 implementing     770   770 100% 770 

Workshop 2 planning     150   150 100% 150 

Workshop 2 implementing     780   780 100% 780 

Workshop 3 planning     86 64 150 0% 0 

Workshop 3 implementing       760 760 0% 0 

Analysis and Evaluation       150 150 0% 0 

PV= 13 98 1825 974 2910   1850 

Earned Value (EV) 1850 

      Actual Cost (AC) 1025 

      Planned Value (PV) 1936 

      
        Cost variance (CV) 825 

      Schedule Variance (SV) -86 

      

Earned Value Analysis (EVA). Performed 5th March 2020

Earned Value (EV)           1850 Cost variance (CV)                              825 Schedule Performance Index (SPI)        0.955579

Actual Cost (AC)             1025 Schedule Variance (SV)                        -86 Estimated Cost at Completion E[C]       1612.297

Planned Value (PV)          1936 Cost Performance Index (CPI)    1.804878 Estimated Time at Completion E [T]      4.185946
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Earned Value Analysis (EVA). – Performed 13th 

March 2020 

     

Cost Baseline 

 A 4 month, £2910 

project   

 

Actual 

Cost 

 Planned Value (PV) 1 2 3 4 

 

£1,585 

 

 

Dec Jan Feb Mar 

Planned Value 

 (PV) 

% 

completed 

Earned 

Value (EV) 

Workshop 1 planning 13 98 39   

 

100% 150 

Workshop 1 implementing     770   770 100% 770 

Workshop 2 planning     150   150 100% 150 

Workshop 2 implementing     780   780 100% 780 

Workshop 3 planning     86 64 150 100% 150 

Workshop 3 implementing       760 760 100% 760 

Analysis and Evaluation       150 150 0% 0 

PV= 13 98 1825 974 2910   2760 

Earned Value (EV) 2760 

      Actual Cost (AC) 1585 

      Planned Value (PV) 1936 

      
        Cost variance (CV) 1175 

      Schedule Variance (SV) 824 

      Cost Performance Index (CPI) 1.741325 

      

Earned Value Analysis (EVA). Performed 13th March 2020

Earned Value (EV)           2760 Cost variance (CV)                            1175 Schedule Performance Index (SPI)          1.42562

Actual Cost (AC)             1585 Schedule Variance (SV)                       824 Estimated Cost at Completion E[C]       1671.141

Planned Value (PV)          1936 Cost Performance Index (CPI)    1.741325 Estimated Time at Completion E [T]      2.805797

Actual cost at completion = £1735 and time of completion = 3.5 months
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Results

Participants comments: 

What aspects of the workshops were good?
 

“...Interactions...”

“Well structured with Ice Breaker activities to 
improve the chances of attendees feeling that they 
can listen and be listened to. Topic was relevant 
to the job and that it helps challenge you to think 
beyond the confines of just carrying out the tasks 
that are expected of you which could help promote 
making the workplace better for both employees and 
the animals that are in their care.”

    

“I felt the group activities and ability to express 
ideas whilst also demonstrating the principles of the 
3Rs were the best bits.”

“Lots of team-based activities.”

“Social interactions with other units, discussing new 
ideas.”

“I enjoyed the ability to approach new topics and 
consider the issues from different perspectives.”

“Fun activities allowed socialising with colleagues 
Informative Educational.”

“The interactive element, being able to voice your 
views/answers without fear of being judged.”

“Teamwork parts were fun, having time to talk about 
important welfare aspects out of work.”

“The “out of the box” thinking.”
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care is more than I did before

5. I have thought about the 3Rs and 
how to implement them more …

6. I feel I am more able to
contribute my ideas and be…

7. I feel more motivated to look for 
new ways to apply the 3Rs

8. I will be able to get more 
satisfaction from my job by …

9. I feel I know more of what is
expected of me in my job role

Strongly agree

Agree

Neutral

Disagree

Strongly disagree

44.4%

44.4%

55.6%

44.4%

44.4%

77.8%

44.4%

44.4%

44.4%

55.6%

66.7%

66.7%

22.2%

22.2%

33.3%

1. I understand the principles of the 3Rs 
more

2. I am more confident to carry out my job
efficiently

3. I am more confident to apply the 
principles of the 3Rs

4. I have thought about the 3Rs and how 
to implement them more than I normally …

5. I feel I am more able to contribute my
ideas and be listened to

6. I feel more motivated to look for new 
ways to apply the 3Rs

7. I feel part of a team more

Strongly agree Agree Neutral Disagree Strongly disagree

44 4%.

22.2%

39 
 

Results 

 

Chart 3. Response to Workshop 1.  

 

Chart 4. Response to Workshop 2.  

30.8%

53.8%

38.5%

38.5%

23.1%

15.4%

38.5%

38.5%

38.5%

38.5%

23.1%

46.2%

53.8%

61.5%

46.2%

46.2%

30.8%

38.5%

30.8%

23.1%

15.4%

7.7%

15.4%

38.5%

15.4%

30.8%

23.1%

1. I understand the principles of the 
3Rs more

2. I understand the link between 
the 3Rs, good animal welfare, and …

3. I am more confident to apply the 
principles of the 3Rs

4. I understand what a culture of
care is more than I did before

5. I have thought about the 3Rs and 
how to implement them more …

6. I feel I am more able to
contribute my ideas and be…

7. I feel more motivated to look for 
new ways to apply the 3Rs

8. I will be able to get more 
satisfaction from my job by …

9. I feel I know more of what is
expected of me in my job role

Strongly agree

Agree

Neutral

Disagree

Strongly disagree

44.4%

44.4%

55.6%

44.4%

44.4%

77.8%

44.4%

44.4%

44.4%

55.6%

66.7%

66.7%

22.2%

22.2%

33.3%

1. I understand the principles of the 3Rs 
more

2. I am more confident to carry out my job
efficiently

3. I am more confident to apply the 
principles of the 3Rs

4. I have thought about the 3Rs and how 
to implement them more than I normally …

5. I feel I am more able to contribute my
ideas and be listened to

6. I feel more motivated to look for new 
ways to apply the 3Rs

7. I feel part of a team more

Strongly agree Agree Neutral Disagree Strongly disagree

44 4%.

22.2%

39 
 

Results 

 

Chart 3. Response to Workshop 1.  

 

Chart 4. Response to Workshop 2.  

30.8%

53.8%

38.46153846%

38.46153846%

23.07692308%

15.38461538%

38.46153846%

38.46153846%

38.46153846%

38.5%

23.1%

46.2%

53.8%

61.5%

46.2%

46.2%

30.8%

38.5%

30.8%

23.1%

15.4%

7.7%

15.4%

38.5%

15.4%

30.8%

23.1%

1. I understand the principles of the 
3R’s more

2. I understand the link between 
the 3R’s, good animal welfare, and …

3. I am more confident to apply the 
principles of the 3R’s

4. I understand what a culture of
care is more than I did before

5. I have thought about the 3R’s and 
how to implement them more …

6. I feel I am more able to
contribute my ideas and be…

7. I feel more motivated to look for 
new ways to apply the 3R’s

8. I will be able to get more 
satisfaction from my job by …

9. I feel I know more of what is
expected of me in my job role

Strongly agree

Agree

Neutral

Disagree

Strongly disagree

44.4%

44.4%

55.6%

44.4%

44.4%

77.8%

44.4%

44.4%

44.4%

55.6%

66.7%

66.7%

22.2%

22.2%

33.3%

1. I understand the principles of the 3R’s 
more

2. I am more confident to carry out my job
efficiently

3. I am more confident to apply the 
principles of the 3R’s

4. I have thought about the 3R’s and how 
to implement them more than I normally …

5. I feel I am more able to contribute my
ideas and be listened to

6. I feel more motivated to look for new 
ways to apply the 3R’s

7. I feel part of a team more

Strongly agree Agree Neutral Disagree Strongly disagree

Chart 3. Response to Workshop 1. 

Chart 4. Response to Workshop 2. 

Chart 5. Response to Workshop 3. 

40 
 

 

Chart 5. Response to Workshop 3.  

 

 

Chart 6. Overall workshop feedback  

 

 

23.1%

38.5%

30.8%

38.5%

23.1%

30.8%

53.8%

61.5%

46.2%

53.8%

38.5%

61.5%

53.8%

30.8%

7.7%

1. I have a better understanding of how
the 3Rs are used when reviewing a…
2. I am more aware of the role of the

AWERB
3. I understand what good practices

and bad practices are
4. I have thought about the 3Rs and 

how to implement them more than I …
5. I feel I am more able to contribute

my ideas and be listened to
6. I feel more motivated to look for 

new ways to apply the 3Rs
7. I feel I have discussed the 3Rs with

other technologists more than I…

Strongly agree Agree Neutral Disagree Strongly disagree

11.1%

22.2%

66.7%

44.4%

11.1%

55.6%

66.7%

33.3%

77.8%

55.6%

66.7%

22.2%

11.1%

22.2%

22.2%

1. I feel more able to influence how things are done in my
team

2. I am better informed and trained to do my job well

3. I feel encouraged to come up with new and better ways
of doing things

4. I have a greater feeling of personal accomplishment

5. I am invested in the shared values of the company

6. I am more satisifed overall in my job

Strongly agree Agree Neutral Disagree Strongly disagree

40 
 

 

Chart 5. Response to Workshop 3.  

 

 

Chart 6. Overall workshop feedback  

 

 

23.1%

38.5%

30.8%

38.5%

23.1%

30.8%

53.8%

61.5%

46.2%

53.8%

38.5%

61.5%

53.8%

30.8%

7.7%

1. I have a better understanding of how
the 3Rs are used when reviewing a…
2. I am more aware of the role of the

AWERB
3. I understand what good practices

and bad practices are
4. I have thought about the 3Rs and 

how to implement them more than I …
5. I feel I am more able to contribute

my ideas and be listened to
6. I feel more motivated to look for 

new ways to apply the 3Rs
7. I feel I have discussed the 3Rs with

other technologists more than I…

Strongly agree Agree Neutral Disagree Strongly disagree

11.1%

22.2%

66.7%

44.4%

11.1%

55.6%

66.7%

33.3%

77.8%

55.6%

66.7%

22.2%

11.1%

22.2%

22.2%

1. I feel more able to influence how things are done in my
team

2. I am better informed and trained to do my job well

3. I feel encouraged to come up with new and better ways
of doing things

4. I have a greater feeling of personal accomplishment

5. I am invested in the shared values of the company

6. I am more satisifed overall in my job

Strongly agree Agree Neutral Disagree Strongly disagree

Chart 6. Overall workshop feedback 

The relationship between employee participation and job satisfaction



181

August 2020 Animal Technology and WelfareAugust 2020 Animal Technology and Welfare

What would you change about the workshops?

“The length or frequencies at which the workshops 
are carried out so that: (A) more in depth discussion 
and understanding can be gained from them (B) 
more chances to actually attend them given the fact 
that it may not be possible to attend due to work 
constraints. (C) Another thing to consider would be 
similar to the poster ‘homework’, is that research 
could be advised to be done so that we are better 
prepared for discussion sessions or so we feel that 
we can contribute more without being put on the 
spot as much.”

“Not much I would change, content was interesting, 
perhaps a little more detail about the concept of 
care and how best we can train ourselves to apply it 
in our everyday work.”

“Longer lecture focussed segments.”

“Have them every 4-6 weeks.”

“As someone with social anxiety I did not enjoy the 
Ice Breakers. I can appreciate their intended purpose 
but it distracted from valuable time focusing on the 
main aims of the workshop.”

“Nothing.”

“The length, some parts felt a bit rushed as there 
simply wasn’t enough time.”

“It would have been good to have a research paper, 
book chapter, etc., to read and questions to answer 
prior to the session. We could then discuss the 
answers. The use of animals in research is a very 
controversial and complex topic so I think it might be 
interesting to look at it from different viewpoints.”
  
“Better online tools.”

Stakeholder Engagement
Animal Technologists as key stakeholders and the 
subjects of the project were highly engaged in the 
process. They were kept well informed of the details 
of the project and how change was to be managed. 
Communication took the form of participation and 
taking on an aspect of ownership of the project.

The line manager had a high interest and high influence of 
the project and its outcomes but had a lower expectancy 
of the merits of the project. Therefore, it was important 
to communicate the outcomes and feedback of each of 
the workshops to them and keep them involved in the 
information delivered to the technicians throughout the 
project.

The director had a high level of influence and a high 
interest in the merits of the project but was less directly 
affected by the project and the changes that it brought. 
It was therefore important to get the information to the 
director but not as often or in as much detail throughout 
the project.

Project Evaluation

Methodology Analysis
The initial method had to be altered since available 
space and technologist time was not enough to support 
the original plan for 4 workshops with 2 weeks between. 
Therefore, the plan was changed to 3 workshops given 
at irregular intervals.

Stakeholder feedback
Animal Technologists – feedback has been gained from 
these key players in the feedback forms after each 
workshop and the overall survey at the end of the project. 
These players have been very involved in the project and 
their feedback makes up the results section of the project.
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Director feedback will be obtained via the following 
questionnaire.

1.  The project has been successful in promoting a 
Culture of Care

Strongly 
Agree Agree Neutral Disagree

Strongly 
Disagree

2.  The goals of the project were communicated clearly

Strongly 
Agree Agree Neutral Disagree

Strongly 
Disagree

3.  Project was executed effectively

Strongly 
Agree Agree Neutral Disagree

Strongly 
Disagree

4.  The change process was managed effectively

Strongly 
Agree Agree Neutral Disagree

Strongly 
Disagree

5.  Information was communicated in a timely manner

Strongly 
Agree Agree Neutral Disagree

Strongly 
Disagree

7.  The benefits of the project were clearly expressed

Strongly 
Agree Agree Neutral Disagree

Strongly 
Disagree

6.  The project closed at an appropriate time

Strongly 
Agree Agree Neutral Disagree

Strongly 
Disagree

Figure 6. Line Manager Feedback questionnaire Figure 7. Director feedback questionnaire 

Line manager feedback was be obtained via the 
following questionnaire.

1.  The project has been successful in promoting a 
Culture of Care

Strongly 
Agree Agree Neutral Disagree

Strongly 
Disagree

2.  The goals of the project were communicated clearly

Strongly 
Agree Agree Neutral Disagree

Strongly 
Disagree

3.  Project was executed effectively

Strongly 
Agree Agree Neutral Disagree

Strongly 
Disagree

4.  The project closed at an appropriate time

Strongly 
Agree Agree Neutral Disagree

Strongly 
Disagree

5.  The benefits of the project were clearly expressed

Strongly 
Agree Agree Neutral Disagree

Strongly 
Disagree

7.  I was involved in the aims of the project

Strongly 
Agree Agree Neutral Disagree

Strongly 
Disagree

6.  There is scope to extend the project

Strongly 
Agree Agree Neutral Disagree

Strongly 
Disagree
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Conclusions
Each of the individual workshop feedback forms and 
the overall survey indicated at improvements in some 
respects that could give higher overall job satisfaction.

Results of Workshop 1 show that staff felt that they 
knew more of what was expected of them in their jobs 
(77% agree) and they felt more motivated to look for new 
ways to apply the 3Rs (84.7% agree). 

Feedback from Workshop 2 indicated that staff felt more 
confident to carry out their jobs efficiently (77.8% agree) 
and that they felt part of a team more (77.8% agree). 

Results from Workshop 3 state that the employees felt 
more able to contribute their ideas and to be listened to 
(100% agree).

The overall feedback survey utilised 6 statements 
from the NHS Culture of Care Barometer (2015) that 
relate to aspects that indicate job satisfaction or 
dissatisfaction.10 Each of the statements also link to 
fulfilment of the belongingness and esteem needs in 
Maslow’s hierarchy of needs.7 Feedback shows that the 
staff felt invested in the shared values of the company 
(100%) improving their sense of belonging with each 
other and in the organisation.6 Staff also felt more able 
to influence how things are done in their team because 
of participating in the workshops (66.7%) which 
improves their sense of belonging and their esteem. 
Results also showed that staff felt better informed and 
trained to do their jobs well (88.9%) and that they have 
a greater feeling of personal accomplishment (77.8%). 
Both statements indicate that the employees esteem 
needs are being more fulfilled. As belongingness and 
esteem needs are met, staff can be more motivated to 
reach self-actualisation and perform to the best of their 
abilities. This motivation is shown as the staff felt more 
encouraged to come up with new and better ways of doing 
things (100%). These needs and motivational factors 
being met should lead to increased job satisfaction and 
staff felt they were more satisfied overall in their jobs 
as a result of the workshops (77.8%).

Some aspects of the workshops that were well received 
were the Ice Breaker activities. Participation in the 
workshops increased with each workshop even with the 
more reserved and reluctant members of staff.

A restriction to the project is that there was not 
sufficient space available to carry out the workshops at 
the original desired dates and times. To improve this, I 
would plan the workshops and their content 2 months 
in advance and reserve the space then. Availability for 
staff to attend was also restricted due to sickness 
absence, annual leave and work commitments. In 
future I would therefore introduce 2 dates in the same 
month for the same workshop to allow flexibility for 
staff to attend.

Due to the restrictions in place, only a small sample size 
of approximately 12 employees from 2 units attended 
from a possible 50 employees across 7 units. For future 
extension of the project I would offer the workshop 
to all technologists across all facilities within the 
establishment. I would also aim to work with the director 
and line managers of all the units to make workshop 
attendance compulsory and by having 2 sessions of the 
same workshop, staff can be split into two groups allowing 
for half the workforce to continue the normal workload, 
thus making compulsory attendance more attainable. 
Having more sessions of the same workshop also allows 
for smaller groups instead of all 50 employees, meaning 
that individual participation is more likely.

The staff that did not attend the workshops may have 
been the people that were less invested in the culture 
of the organisation and could be the ones to benefit the 
most from the workshops. Therefore, the project could 
be improved, and its aims more thoroughly tested by 
making attendance to the workshops mandatory.

Feedback on the aspects of the workshop that could be 
improved consistently suggested that workshops were 
not long enough to go through the material in sufficient 
depth and allow for more qualitative and quantitative 
discussion. Spreading staff across workshops makes it 
possible to have longer sessions of up to 3 hrs. 

Some feedback also suggested that those with social 
anxiety did not enjoy the Ice Breaker tasks. However, 
the Ice Breakers are not just for fun but perform a 
crucial role in preparing the staff to become more 
relaxed and able to participate in the workshops without 
feeling judged. Therefore, it is important to keep the 
ice-breaker activities in place but reassess the types of 
activity that are utilised.

Other changes I would make would be to involve staff in 
choosing the topics for workshops and give them time 
to research the topic ahead of the workshop so that 
they are more comfortable to contribute.

The way that I have learnt through carrying out this project 
is through Kolb’s experiential learning cycle whereby the 
“Concrete Experience” of doing a workshop is followed 
by “Reflective Observation” through feedback. “Abstract 
Conceptualisation” whereby positives and negatives of 
the experience are concluded, and changes made.12 
These changes are then planned and tried out based 
on what I learnt through “Active Experimentation”. This 
is again followed by “Concrete Experience”.  

Justification
As explained in the scoping document, an individuals’ 
motivation, morale and overall satisfaction in their job 
can be affected by many factors including influences 
outside of the organisation and this project looks at 
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just a small area. As explained by Maslow’s Hierarchy 
of Needs’, higher levels will not be obtained when the 
lower levels are not fulfilled e.g. if a person has debt at 
home it will be hard to motivate them with self-esteem 
factors to encourage them to perform to the best of 
their abilities.7 In such situations, the workshops may 
appear to offer no improvement to job satisfaction. 

Although there were limitations to this project including 
time and space availability as well as a small sample 
size, some positive conclusions can be drawn from 
the results of the project. Although these conclusions 
cannot directly prove that job satisfaction can be 
improved and a culture of care promoted solely by 
implementing participatory workshops, aspects alluding 
to motivation and satisfaction at work were improved. 
Feedback directly showed a link between participation 
and an increased sense of belonging and increased 
self-esteem. Simone (2009) states “Institutional culture 
influences the productivity and performance of many 
enterprises” and so the Culture of Care that animal 
research organisations are aiming for should be extended 
to the people who work with the animals.2 The Chartered 
Institute of Personnel and Development (CIPD) reported 
that absences due to anxiety had increased in nearly 
40% of organisations and absences due to depression 
had increased in nearly 55% of organisations in 2018.4  
It could therefore be argued that increased morale, 
which relates to improved mental health could reduce 
such sickness absence although it would need to be 
more thoroughly explored to prove whether participatory 
workshops could help reduce sickness absence.

A more direct outcome from having more engaged and 
informed staff through workshops is that they will be 
more invested in the shared values of the organisation 
and be more motivated to promote a culture of care. 
This in turn leads to staff wanting to implement the 3Rs 
where possible and use better practices. Utilising better 
practices whenever and wherever possible improves 
animal welfare. Animals that have better welfare make 
better research models as they are otherwise healthier 
and there is less variation, so results obtained are 
better correlated to the experimental research being 
conducted. Less variation also means that the science 
is more reproducible. Good science means more ethical 
science and results in better treatments. Better human 
and animal welfare, and more ethical science, improves 
public perception of the organisation and the field of 
animal research in medical science. This is increasingly 
important as more organisations seek to offer a level of 
transparency to the general public, and therefore further 
extension of the current project would be beneficial.
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