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”When we are no longer able to change a
situation, we are challenged to change
ourselves”

— VICTOR FRANKL
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Abstract

Understanding employees reactions to a planned organizational change is an important concern

for many organizations. Rapid environmental and technological changes highlight the need for or-

ganizations to continually engage in adaptation processes and organizational changes. This study

addresses this problem by examining the antecedents and outcome characteristic(s) of willingness

to change and by giving recommendations in order to increase the willingness to change and suc-

cesfullness of the organizational change. Data was gathered by means of an online questionnaire

distributed among 115 mechanics of ”onderhoudsbedrijf Maastricht, a subsidiary of NedTrain.

The results of the stepwise hierarchical regression showed that self-efficacy and perceived need

for change were positively related to adaptability. In addition, adaptability was positively related

to willingness to change. Willingness to change did not seem to have an effect on the outcome

characteristic productivity. Finally transformational leadership did not moderate the relationship

between self-efficacy and adaptability, as well as trust in supervisor did not moderate the relation-

ship between adaptability and willingness to change. In the end, both theoretical and practical

implications are given in which contributions to the existing literature are being discussed as

well as recommendations for ”onderhoudsbedrijf Maastricht” are given in order to increase the

sucessfullness of organizational changes they face.
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Management summary

Introduction

NedTrain is confronted with several changes to improve their maintenance processes in terms of

increasing efficiency and reducing costs. Hence, the aim of this study was to describe the responses

of mechanics to the changes that come with improving the maintenance processes efficiency and

decreasing costs. It aimed at uncovering relationships of willingness to change with other employee-

and work characteristics. Furthermore, the consequences of willingness to change were assessed,

after which recommendations were given that are aimed at improving the the success of the

organizational change process.

Method

Data was collected by means of an online questionnaire. The questionnaire was distributed to

a total of 115 mechanics, which is the entire population of mechanics within OBM. With 87

submitted questionnaires,the response rate was 75.65%. 86 (98,85%). IBM SPSS Statistics 24 was

used to analyze the data and answer the proposed research questions. all the questions were based

on validated scales from which only one item was deleted in order to increase the Cronbach’s α to

satisfy the threshold of .7. Therefore, the following research questions were formulated:

1. ”What is the relationship of employee and adaptability with employees willingness to

change during an organizational change? And how can this relationship be influenced

so that employees willingness to change will be increased, contributing to a successful

implementation of new processes and practices?

2. ”What are the consequences of willingness to change for employee job performance

vi Organizational change within a maintenance department: Antecedents and outcome
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(KPIs)?”

Research model

Based on the research questions,a literature review was conduced and hypotheses were proposed

which lead up to a research model. This research model ,with an overview of the significant

relations that were found, is shown in Figure 1

Figure 1: Research Model with found Relationships

Results

Stepwise hierarchical regressions were used to test the proposed relationships between the con-

structs. In line with the proposed hypotheses, self-efficacy and perceived need for change related

positively to adaptability. Employees that were more self-efficacious were also more adaptable,

that is: they were better able to fit themselves to new environments or changes in old environ-

ments. In addition, employees that perceived the organizational change as needed, will also be

more adaptable. When employees perceive a sense of urgency, it is more likely that they will

Organizational change within a maintenance department: Antecedents and outcome
characteristics of willingness to change

vii



evaluate the change more positively, since maintaining the status quo is seen as less favorable for

their own position or that of their colleagues or the organization. As adaptable individuals take

responsibility for adjusting to the situation, employees with a perceived sense of urgency, seem

to be more adaptable. Furthermore, results indicated that adaptability was positively related to

willingness to change. Highly adaptable individuals seem to perceive more control over workplace

uncertainty and feel confident to overcome obstacles, reducing the impact of the negative emotions

generated by instability and are thus more willing to change during a organizational change.

Unfortunately, the hypotheses that transformational leadership moderated the relationship between

self-efficacy and adaptability and that trust in supervisor moderated the relationship between ad-

aptability and willingness to change, were not supported. Regarding to the outcome characteristic

of willingness to change, productivity was not affected by willingness to change and therefore the

corresponding hypothesis was also rejected. However, additional analysis seemed to indicate that

trust in supervisor is related to productivity, based on which which still recommendations can be

made.

Recommendations

An overview of the recommendations is given by using the ”CIMO” logic. The CIMO logic can

be defined as follows: in this class of problematic Contexts, use this Intervention(s) type to invoke

these generative Mechanism(s), to deliver these Outcome(s).

Design Principle 1 - Regular team meetings

For maintenance company such as OBM, in which employees’ efficacy is positively related to an

employees’ adaptability (C), regular team meetings can be used (I) in which task- and situational

difficulties will be discussed and performance will be reflected on (M) to increase an employees’

self-efficacy.

Design Principle 2 - Team presentations

For maintenance company such as OBM, in which employees’ perceived need for change is posit-

ively related to an employees’ adaptability (C), team presentations before every significant change

(I) can be used to educate employees and to obtain insight into underlying feelings and thoughts

of employees concerning the change (M) which in turn can be used to increase the employees’

viii Organizational change within a maintenance department: Antecedents and outcome
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perceived need for change (O).

Design Principle 3 - Team presentations

For maintenance company such as OBM, in which trust in supervisor is related to productivity

(C), team presentations can be used (I) to let employees actively participate in the change and

to give the adequate information regarding work-related changes and training opportunities (M)

which is aimed at increasing the trust between mechanics and supervisor (O)

Design Principle 4 - Including adaptive requirements in hiring policy

For maintenance company such as OBM, in which employees’ adaptability is positively related

to willingness to change (C), OBM should incorporate and emphasize adaptive requirements in

employment announcements and vacancies (I) in order to increase the number of hired employees

with a high level of adaptability (M) which eventually will lead to a higher level of adaptability y

within the working force (o).

Design Principle 5 - Implementing a job application procedure in regards to promotion

For maintenance company such as OBM, in which managers play an important role within the

organizational change (C), OBM should implement a job application procedure in regards to pro-

moting a mechanic to manager (I) in order to decrease the chance of appointing managers that

are not suitable for the job which (M) eventually will lead to better performing managers (O).

Organizational change within a maintenance department: Antecedents and outcome
characteristics of willingness to change
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Chapter 1

Introduction

Since 1986, the kilometres travelled by train passengers have more than doubled in the Netherlands.

No other mode of transport has had such an increase in passengers. For instance, the kilometres

travelled per car only increased with half the speed in the same time-frame. The passenger

train has made its mark in the recent years and its is expected that the amount of passengers

will continue to grow. Every day 1 million trips are made by train, the average distance of

the travel by train is slightly below the European average (Ministry of Transport, Public Works

and Water Management, 2010). All Dutch public transport is organized in the form of area- or

line-based concessions, which are awarded by governmental authorities. The government retains

responsibility for the infrastructure. The maintenance of all trains are placed with NedTrain, a

public enterprise. The market in which NedTrain operates has changed and is still changing.

Firstly, these changes are necessary since performed maintenance has to be registered and should

be demonstrable to the the mother company, the Dutch Railways. If maintenance is not registered,

NedTrain will not receive their budget. Unlike in the past, when there was no need for registration

of maintenance. Secondly, NedTrain needs to innovate continuously within their maintenance pro-

cesses in order to keep up with the competition. Lastly, because of this innovative environment,

the business processes are dynamic processes, subject to change. To realize such changes success-

fully, requires the cooperation of employees, since any resistance on their part can hamper the

change initiative (Piderit, 2000). Therefore, the maintenance market has become a competitive

market, in which maintenance companies must try to optimize their processes in order to deliver

high quality maintenance while at the same thing reducing costs. Pinjala et al. (2006) state that

quality competitors have more pro-active maintenance policies, and better planning and control

systems compared to others. Superior product quality can only be maintained with effective and

Organizational change within a maintenance department: Antecedents and outcome
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CHAPTER 1. INTRODUCTION

efficient equipment.

NedTrain is an organization that is continuously working and improving on its processes to stay

ahead of their competitors. Initially the focus of NedTrain was on train maintenance, now also

other aspects have gained more importance. The focus shifted from purely maintenance to im-

proving the transparency and efficiency of business processes that are inextricably linked with

maintenance processes. Hence, employees of NedTrain are being confronted with these changes

within a variety of processes.

According to Oreg, Vakola and Armenakis (2011), these reactions of individuals to organizational

change play an important role in understanding the change process and determine the potential

success of the change. In addition, Strebel (1996) states that a lot of organizational changes fail

to reach their intended goals, because employees’ perspective on the change is not carefully taken

into account. Thus, in order to successfully implement new processes inside an organization, it

is important that employees are motivated and willing to adapt their behaviour to the proposed

changes.

Although, willingness to change has been researched extensively the past decades, our current

understanding about the relationship between adaptability and willingness to change is limited

while more and more employees are confronted with with a changing work environment due to

organizational change. This study not only considers direct relationships between variables but

also incorporates 2 moderator variables. By including these variables, this study aims to gain

more knowledge on the role of personality during the change process and its relative importance

in enhancing employees adaptability, which in turn could yield specific insights on how employees

willingness to change can be enhanced.

1.1 Report structure

After this introductory chapter, the problem context is described in Chapter 2. This chapter

ends with formulating a relevant research question. Chapter 3 outlines the theoretical background

that leads to a research model in which several hypotheses are included that were tested during

this thesis project in order to answer the research question. The methodology, consisting of the

procedure, measures and strategy of data analysis, is described in Chapter 4, after which the

2 Organizational change within a maintenance department: Antecedents and outcome
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CHAPTER 1. INTRODUCTION

results are presented in Chapter 5. These results are discussed in Chapter 6, in which theoretical

contributions and practical implications are formulated. This chapter ends with study limitations

and suggestions for future research, after which the thesis’ main conclusion is presented.

Organizational change within a maintenance department: Antecedents and outcome
characteristics of willingness to change
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Chapter 2

Problem Statement

2.1 Problem Context

This research was performed at Onderhoudsbedrijf Maastricht (OBM), a department of NedTrain.

NedTrain is a maintenance company, which delivers the full spectrum of maintenance for its mother

company, the Dutch railways. NedTrain has 37 different locations spread across the Netherlands,

these locations are indicated in figure 2.1.

Figure 2.1: Locations Nedtrain

4 Organizational change within a maintenance department: Antecedents and outcome
characteristics of willingness to change



CHAPTER 2. PROBLEM STATEMENT

NedTrain emerged after the division of the Dutch Railways, when the department Materieel Werkp-

laatsen, within the NS-group, became an independent division called NS Materieel. In 1999 this

name was changed to NedTrain. NedTrain has approximately 3500 employees spread across the

aforementioned locations. Within NedTrain there are 4 departments that solely focus on the

maintenance and repair of the trains, these are called Onderhoudsbedrijven. Among these 4 de-

partments, the location of OBM is indicated with the green circle in figure 2.1. The remaining

yellow circles display the other 3 departments. OBM employs circa 250 employees, from which

200 employees are mechanics. The remaining 50 employees are housed in several office buildings

with the main task to support and guide the processes in which the mechanics are involved. OBM

defines itself as a maintenance company, in which all departments work together on maintaining

trains owned by the dutch railways, also known as NS (Nederlands Spoorwegen). Todays main-

tenance companies are operating in an increasingly complex environment that is characterized by

rapid technological change. In order to stay ahead of competitors, by becoming a modern and

future-proof organization, they are continuously adopting and implementing new processes and

practices. This makes the organization an interesting context for conducting research.

In the next sections the problem context is discussed more in depth. First, the current situation of

the change process is described, which reveals the main challenge(s) OBM is facing. After which,

based on this problem and the identified gaps in scientific literature,the main research question is

formulated in section 2.3.

2.2 Current situation(As is)

As stated in the previous section, employees of OBM are being confronted with changes in their

work. At this moment, OBM has the primary goal to improve the efficiency of the maintenance

processes and reduce the cost for their stakeholders, whilst keeping the quality high. In prac-

tice, this means there will be several changes in procedures currently used by the operational

management as well as the mechanics.

In order to maintain the new trains, employees have to be educated through new training. for

example, MOOD is introduced for all maintenance operations, as of 2014. Mood (Modulair On-

derhoud) is a maintenance policy which looks at the exact content of every maintenance session

to ensure that the train can leave maintenance depot on time. This resulted in so-called clusters,

Organizational change within a maintenance department: Antecedents and outcome
characteristics of willingness to change
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CHAPTER 2. PROBLEM STATEMENT

where a cluster consists of one or several smartly combined tasks (simultaneously instead of suc-

cessive). For example, tasks which need to be executed at the same place in the train are now

within one cluster and thus in one maintenance sessions instead of distributed over several mainten-

ance sessions.. The clustering of job descriptions in a smart way resulted in large time savings and

significant efficiency improvements. However, this also required employees to adapt to changing

work processes, which are still ongoing.

In addition, the budget OBM yearly receives, depends on the trains travelled kilometres and the

amount of trains that have to be maintained. Based on this input, the amount of maintenance

operations is determined. To maximize the efficiency of the maintenance processes, they have to be

improved and thus are continuously subject to changes. The maintenance that is performed needs

to be strictly monitored, since OBM only receives budget for the monitored maintenance. Hence,

OBM introduced a new system in which mechanics have to keep track of performed maintenance

and record it on their personal iPad. The data retrieved from the iPad is used to calculate the

budget that OBM is entitled to. However, the results to date are not satisfactory, since mechanics

are not monitoring all their maintenance which the end results in a shortage of budget.

The first meeting with the business controller of the NS-Group, revealed some potential problems

regarding the involvement of employees in these changing processes.

First of all, the aging of the working population is a serious problem among the employees of

OBM. The average age of the employees in OBM is well above the 55 years, which is significantly

higher than all the other NedTrain locations. Morris and Venkatesh (2000) demonstrated that for

technology adoption decisions, age, in fact, matters. Compared to older workers, younger workers

technology usage decisions were more strongly influenced by their attitude towards using the

technology. Given increases in the expected working life of individuals, this finding has important

implications for the process by which technology is developed, introduced and managed within

organizations.

Secondly, recruiting new employees for the job proves to be harder than initially thought. This

especially applies to OBM, since the recruitment for all available jobs takes place in Utrecht.

Employees that are recruited in Utrecht, are rarely willing to work in Limburg since they prefer to

stay and work in or near the Randstad. In addition, OBM is currently expanding its workplace,

since the maintenance of the new train of NS, the Flirt, is partly allocated to OBM, as of June

2015. Simultaneously, OBMs workplace is being expanded to increase its capacity for the Flirt.

6 Organizational change within a maintenance department: Antecedents and outcome
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One of the biggest changes to date, is the necessity to change maintenance processes to maintain

this new train. In general, fleet management determines the type of maintenance that is necessary

and the type of knowledge and qualifications employees need to have to maintain a certain type

of train. Eventually, this is communicated to OBMs trainings coordinator, who is responsible for

coordinating all training courses employees need to follow to be allowed to maintain the different

types of trains. A first meeting with the business controller and several mechanics, showed the

prevalence of concerns among the employees regarding this organizational shift.

Thirdly, employees are expected to change their working behaviour in order to increase their

performance. The management of OBM is currently trying to implement the new processes to the

best of its abilities. Despite all efforts, most of the mechanics seem to be struggling with the new

style of working and are not convinced that this will improve their performance. The willingness

to change among mechanics seems to be too low to successfully implement the new way of working.

Willingness to change often accelerates a change process in terms of duration and the involvement

of employees within the organization. Employees reactions to change are considered critical for

the success of change efforts (Armenakis, Harris, Mossholder, 1993; Piderit, 2000).

In the fourth place, team managers are often appointed by choosing a mechanic that performed

well and will fit the job according the management. The management chooses to abstain from a

job application procedure, which might result in appointing team managers that are not suitable

for this job. This is particularly detrimental for the current situation at NedTrain, as managers

have an important role in supporting and helping employees when undergoing a change process.

Firstly, high levels of performance are less likely in organizations characterized by weak forms

of mutual trust between manager and employee. Moreover, mutual trust may be essential for

organizational survival and growth, especially in an organizational change (Barney & Hansen

(1994). Secondly, managers can successfully change the status quo in their organizations by

displaying the appropriate behaviors at the appropriate stage in the change process thus promoting

a culture that encourages team-decision making and behavioral control Manz & Sims, 1991).

Furthermore, it is important to note that individuals might react differently on organizational

change. That is, some employees might be able to adapt better to new environments or to

changes in old environments. In extension of this view, Ployhart and Bliese (2006) coined the

term adaptability as an individuals’ ability, skill, disposition, willingness, and/or motivation, to

change or fit different tasks, social and environmental features.

Organizational change within a maintenance department: Antecedents and outcome
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Finally, the management of OBM is concerned about the degree to which mechanics perceive this

organizational change as needed. Since 2012, OBM has lost a lot of money only because mechanics

did not track and record their maintenance. However, this could also be the case because they feel

that they havent got the requisite knowledge or a certain level of skills needed to operate the new”

system. In turn, this could increase their resistance to change and discourage them to actively

participate in the change process.

2.3 Envisioned situation (To be)

From the description of the current situation, it is clear that employees find themselves in a long

and complex change process. In this change process, individual employees might experience the

organizational change in a different way and in doing so they might also differ in their attitudes

towards change. As already mentioned, reactions of individuals to organizational change play an

important role in the successful implementation of an organizational change. For this reason, the

management of OBM needs to take into account differences in personal expectations, experiences

and needs in order to enhance employees willingness to change during this change process. The

main problem is to implement this organizational change in way that helps employees developing

positive attitudes towards the change, such that they are motivated, positive and willing to go

through this change process.

To support the change process, OBM is introducing a new meeting structure in which meetings

will take place on three different levels, namely: strategical, tactical and operational. At this

moment the meeting structure of OBM consists of one management meeting every 3 weeks in

which strategical, tactical and operational level employees are involved to discuss key points that

need to be improved and in which goals are set in order to improve key performance indicators

(KPIs) that are below the defined thresholds. However, a lack of structure and guidelines often

makes these meetings unorganized and inefficient, which in turn results in time-consuming meetings

with outcomes that are not desirable and are not relevant for reaching and attaining stated goals

(e.q. key performance indicators).

On strategical level, the top management will review the performance on KPIs in a 2-weekly meet-

ing. This meeting will mainly focus on KPIs on team level that did not meet the performance

targets. Furthermore, a forecast will be made for the discussed KPIs which will be used in the
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tactical-level meeting. On a tactical level, middle management will discuss the outcomes and

forecasts of the strategical meeting, after which tasks and goals will be set for the operational

employees to improve KPIs that are below stated performance criteria. Finally, in the operational

level meeting, team managers will be informed about their team level performance and the op-

portunity will be given to reflect on their teams performance, since not only deviating from the

planning will result in missing specified performance targets but also other events can play a major

role (e.q. high sickness leave, unplanned maintenance).

The outcomes of this reflection will be communicated back to the top management once more,

so that this information can be used in the next meeting. Finally, the operational employees

will act on the obtained information in order to increase the performance on the KPIs that are

below stated performance criteria, after which the cycle repeats itself. Thus, in this new meeting

structure, information will go in a iterative flow between the 3 different levels: from strategical

through tactical to operational, from which it will go to the strategical level again. In this manner,

OBM is aiming for more efficient and structured meetings in which useful information is obtained

and communicated to the right channels in order to increase the performance on the KPIs in a

faster and more reliable way and thus, in the end, also should benefit the performance of the

company as a whole. In this context, the main challenge that the management is is aiming

at facilitating the change processes and tries helping employees in developing positive attitudes

towards change, such that they will be motivated and willing to go through the change processes

in order to keep satisfying the increasing demands of their customer, the Dutch Railways. In short,

OBMs management wants an answer to the following question: How could OBMs management

team positively affect employees willingness to change, during a organizational change, in order

to increase the succesfulness of organizational change.

2.4 Problem overview

Summarizing the previous information, OBM is confronted with several changes to improve their

maintenance processes in terms of increasing efficiency and reducing costs. Changing maintenance

processes will particularly affect the operational employees, since they are expected to adapt to

these changes without any sacrifices in their job performance. Organizational change towards

more efficient and improved processes will have an impact on the work environment, and therefore

Organizational change within a maintenance department: Antecedents and outcome
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affect the daily tasks of employees. In other words, this organizational shift demands employees

to work in a different way, which may evoke different reactions among them. A theme that is

identified in the preceding paragraphs and can have an impact on the successful implementation

of new processes is employees willingness to change. OBMs management believes that enhancing

the willingness to change will lead to a faster and more successful implementation of the new

maintenance processes and thus can prevent the the organizational change from failing. However

besides willingness to change, other variables might influence the success of an organizational

change process too.

Hence, this study aims at describing the responses of mechanics to the changes that come with

improving the maintenance processes efficiency and decreasing their costs. It aims at uncovering

relationships of willingness to change with other employee- and work characteristics. The results

will be related to existing scientific knowledge, and suggestions for improvement of employees

willingness and thus the change process will be given.

2.5 Research question

Based on the problem context and the gaps in current literature the following research question

is formulated:

What is the relationship of employee characteristics and adaptability with employees

willingness to change during an organizational change? And how can this

relationship be influenced so that employees willingness to change will be increased,

contributing to a successful implementation of new processes and practices?

As mentioned in the in the problem statement, the main concepts included in this study are

willingness to change, adaptability, self-efficacy, perceived need for change, trust in supervisors and

leadership style . The aim of this study is to explore the the processes relating these constructs.

To answer the above research question, a research model is drawn up based on the outcomes of

the literature review. This research model is based on several hypotheses that will be tested in

order to see if they are confirmed by the data.

Furthermore, it is important to consider the outcomes of willingness to change. Therefore, the

second goal of this thesis is to indicate how employees willingness to change affects their job
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outcomes in terms of performance. This is measured in terms of the key performance indicators

(KPI’s) drawn up by OBM. Therefore an additional research question is formulated:

What are the consequences of willingness to change for employee job performance

(KPIs)?

This study should provide information on the antecedents and the consequences of willingness to

change. Based on the results, answers to the question how to increase willingness to change can

be provided to ensure a successful organizational change. The next paragraph will explain the

theoretical background of this study, after which the research model and related hypotheses are

presented. Based on the outcomes of the hypotheses testing, theoretical and practical implications

will be formulated aimed at enhancing successful organizational change.

Organizational change within a maintenance department: Antecedents and outcome
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Theoretical Background

Technological revolutions are the order of the day, and they put innovation and renewal high on

the business agenda. Research by the Economist Intelligence Unit (2012) showed that European

businesses do not cope with technological alterations as well as they think they do. Understand-

ing employees reactions to a planned organizational change is an important concern for many

organizations. Van der Ven (2011) et al. refers to organizational change as the efforts that

change agents, mainly managers, exert in order to bring employees to new behaviours that be-

nefit the organization. These changes often invoke fear and uncertainty among employees, which

can result in resistance. In particular, resistance manifested through employee dysfunctional atti-

tudes and behaviors can be devastating to effective organizational change (Stanley et al., 2005).

Understanding employees reactions to a planned organizational change is an important concern

for many organizations. Rapid environmental and technological changes highlight the need for

organizations to continually engage in adaptation processes and organizational changes. To real-

ise intended changes, organizations must rely on the cooperation of their employees (Porras &

Robertson, 1992).

Resistance to change can severely hamper the change process and has been associated with negative

outcomes such as decreased satisfaction, productivity, and psychological well-being, and increased

theft, absenteeism, and turnover (Bordia et al. 2004). The majority of the studies link employees

reactions to change to characteristics of the change process, such as the extent to which employee

participation is enabled (Wanberg & Banas, 2000). Less attention has been given to the daily work

context in which changes take place and the skills and knowledge an employee has. However the

daily context may be crucial for the success of change efforts because this is ultimately where the

implementation of the change takes place. Characteristics, such as leadership style, organizational
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climate and employee knowledge and skills, such as adaptability and self-efficacy are likely to

affect how change is implemented, and thus how employees cope with the change. Considering

the importance of resistance/willingness to change, this review aims to delve deeper in this field

through drawing up an theoretical framework.

3.1 Review Method

The research method that is used for searching literature for this review is based upon a systematic

review methodology proposed by Galster et al. (2014). This systematic literature review method is

a well-defined approach to identify, evaluate and interpret all relevant studies regarding a particular

research question, topic area or phenomenon of interest.

3.1.1 Protocol development

An important step is the development of a review protocol to ensure rigor and repeatability.

Therefore, the defined protocol specifies the research question. After formulating the research

question, a manual search was used as search strategy to define a search scope. After that,

inclusion and exclusion criteria was developed and defined the search process. Next, based on the

research question, specific data elements were subtracted from each relevant study found in the

search.

3.1.2 Search strategy

To enhance the initial search strategy and reduce the effort, different keywords were used to find

literature on electronic data sources.

The following electronic databases were used for searching the literature:

Google Scholar https://scholar.google.nl/
FOCUS https://www.focus.tue.nl/
Elsevier Science Direct https://sciencedirect.com/
Web of Science https://webofknowledge.com

In the pilot search, the following keywords were used: (willingness to change OR resistance to

change) AND Adaptability OR self-efficacy. Through snowballing, other keywords were found
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that seemed to have a potential relationship with willingness- or resistance to change, these were:

transformational leadership and trust in management/supervisor.

The search strategy identified around 500 studies, of which 20 were used as primary studies for this

literature review. The relevance of the papers is determined by reading the title, keywords, and

abstract. However, through following up on references found in these primary studies(snowballing)

72 studies were eventually found to be relevant for this review. Any duplicates from the first and

second stage were removed and the results were merged at stage 2. Finally, full copies of the

remaining studies were obtained (i.e. the studies left after filtering at each stage).

3.1.3 Data extraction

During this final stage, the 72 studies were read in detail and data was extracted. Recurring

themes were being identified and the data from the studies were examined to develop a research

model. These findings are outlined in the following sections.

3.2 Literature Review

3.2.1 Willingness to change

In the majority of work on resistance to change, researchers have borrowed a view from physics to

metaphorically define resistance as a restraining force moving in the direction of maintaining the

status quo (Lewin, 1952). Resistance often decelerates a change process in terms of duration and

decreases the involvement of employees within the organization. Employees reactions to change are

considered critical for the success of change efforts (Piderit, 2000). As Watson (1982) points out,

managers often perceive resistance negatively, since they see employees who resist as disobedient.

Even if they only see employees who oppose change as short sighted, managers are tempted to

treat their subordinates as obstacles. In addition to that, Lawrence (2000) warns managers to

avoid creating resistance in subordinates by assuming that they will always be against change.

However, different authors also remind us of a wider range of reasons why employees may be

against a proposed organizational change (Lawrence, 2000).

According to Metselaar et al. (2011), introducing changes based on the perspective of resistance
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comes down to putting pressure on unwilling employees to accelerate the change. The gap between

people, in favour of and against an organisational change increases by emphasizing the negative

aspects of the change. This shows the importance of emphasizing the positive aspects. Therefore,

Metselaar et al. (2011) explain the positive view of an organizational change with the concept

willingness to change.. They define willingness to change as the employees positive behavioural

intention towards the implementation of a change in the structure, culture, or working methods

of an organisation or department, resulting in an effort from this employee to actively or passively

support the change process involved. In addition, Oreg (2006) found that organizational change

may affect worker well-being through affective, behavioural, and cognitive responses to anticipated

outcomes..Willingness to change is a key factor in the successful implementation of organizational

change. As opposed to willingness to change, resistance to change lies on the negative side of

the continuum. Lewin (1958) defined resistance as the employees development of counter powers

against changes. However, whatever appears to be resistance does not always have to be an oppos-

ite force of willingness, but may also originate from different ideas as to how the new organization

should take shape. In addition, Hultman (2006) states that willingness to change is not the oppos-

ite of resistance, since an absence of resistance doesnt necessarily mean that someone is receptive

to change.

Kotter and Schlesinger (2008) state that a key reason why people are less willing to change is

that they think they will lose something of value. Whenever a certain change is introduced in an

organization, resistance against this change also emerges. In addition to the latter, Garvin and

Roberto (2005) mention that employees need to feel that their sacrifices have not been useless and

that their accomplishments have been recognized and rewarded. According to Devos et al. (2007),

the scale of the consequences of change play a role in willingness to change: they assume that

when a change has major consequences for employees and is experienced as being threatening,

this will lead to less willingness to change.

3.3 Antecedents of Willingness to Change

Various publications show that there is a great deal more to investigate. For instance, Milgram

(1965) and Modigliani and Rochat (1995) indicate that a lower willingness to change might be

motivated by individuals desires to act in accordance with their ethical principles. In addition to
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that, Graham, (1986) found that some employees resistance to organizational actions is motivated

by more than only selfishness. Besides that, a study from Ashford et al. (1998) indicated that

employees might try to get top management to pay attention to issues that employees believe must

be addressed in order for organizations to maintain performance. These authors also indicate that

individuals rarely form resistant attitudes, or express such attitudes in act of protest, without

considering potential negative consequences for themselves. Hence, what some may perceive as a

disrespectful or unfounded opposition might also be motivated by individuals ethical principles or

by their desire to protect the organizations best interests. Furthermore, these authors state that it

is worth diverting efforts to take those good intentions more seriously by giving less weight to the

aspect of labelling responses to change as resistant. So the question, if and why OBMs employees

are resistant to change, should not only be addressed from the negative side of the spectrum but

also from the positive side. Possibly, employees are trying to get top management to pay attention

to issues that they think should be addressed and are not noticed according them.

Next to that, other authors proposed that employees reactions to organizational change are also

influenced by how individuals more generally feel about the concept of change. Many of these

studies demonstrated relationships between employees personality and their reactions to change.

A phenomenon often included in these studies is the concept of adaptability. Fugate et al. (2004)

consider openness to job changes as an important aspect of employee adaptability whilst van Dam

(2003) found that openness to job changes was a strong predictor of individuals willingness to

participate in required job transitions (e.q. organizational change). Notwithstanding the lack of

empirical evidence, it seems that adaptability might influences willingness to change.

3.3.1 Adaptability

Adaptability is characterized by being able to fit to new environments or to changes in old envir-

onments (Savickas, 1997). In extension of this view, Ployhart and Bliese (2006) define adaptability

according their I-adapt theory as an individuals ability, skill, disposition, willingness, and/or mo-

tivation, to change or fit different tasks,social, and environmental features.

Pulakos et al. (2000) developed a taxonomy for adaptability. This model has eight dimensions:

handling emergencies or crisis situations, handling work stress, solving problems creatively, dealing

with uncertain and unpredictable work situations, learning work tasks, technologies and proced-

ures, demonstrating interpersonal adaptability, demonstrating cultural adaptability and demon-
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strating physically oriented adaptability. Adaptable employees are prepared (and willing) to adjust

and change their behavior so it fits to procedures. Furthermore, employees with higher adaptabil-

ity are expected to have a better job performance, especially in workplaces constantly undergoing

changes (Heslin et al., 2009), since adaptable employees are better at assessing new situations and

choosing the right approach, suitable for this new environment (Lovett & Schunn, 1999). This

will help them to change their behavior in line with the new goals they need to achieve.

Hesketh and Neal (1999) found that having adaptable employees, has become important largely

as a result of the rapid pace of technological advancement and an increasing emphasis on con-

tinual learning in organizations. Todays workers are increasingly faced with technical innovation

that is forcing them to learn new ways to perform their jobs. According to Ployhart And Bliese

(2006), adaptable individuals take responsibility for adjusting to the situation. In the case of

using new technology, this would include learning the skills necessary to operate the new equip-

ment efficiently. Second, Ployhart and Bliese (2006) proposed that individual adaptability is a

relatively stable individual difference that influences how employees interpret and respond to a

situation. The study of Wessel et al. (2008) provides further support for the proposal that in-

dividual differences in adaptability influence individuals appraisals of situations, they found that

although adaptable students were not more likely to fit with their college major; adaptable stu-

dents perceived higher levels of fit with their major than less adaptable students. Further, Wang et

al. (2011) demonstrated that employees assessment of their compatibility with their organization

mediated the relationship between individual adaptability and workplace outcomes.

Finally, if we look at the job stress literature, it is commonly held that stress is negatively related

to performance (Sanders, 1983). Adaptable individuals are more likely to perceive situations in a

positive light (e.g., as challenging rather than stressful) and are more sensitive to environmental

cues, which increases their ability to notice and appreciate even small supportive actions by their

organization (Ployhart and Bliese, 2006). A recent study of Fiori et al. (2015) also found that

individuals with strong adaptability resources consider the characteristics of their jobs in a more

positive light, by evaluating its career challenges as opportunities, rather than threats, leading

to the development of additional skills which increase positive emotions and lead to higher job

satisfaction. Similarly, highly adaptable individuals seem to perceive more control over workplace

uncertainty and feel confident to overcome obstacles, reducing the impact of the negative emotions

generated by instability and experiencing overall lower work stress.
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In sum, adaptable individuals will take responsibility for adjusting to the situation including learn-

ing new skills or processes to keep operating efficiently within a changing environment. Adaptab-

ility should be positively related to willingness to change such that employees high in adaptability

will be more willing to change than employees who are low in adaptability. Therefore, the following

is hypothesized:

Hypothesis 1 : Adaptability is positively related to willingness to change.

However the publication of Nansubuga and Munene (2015) shows that there is more to investigate.

According to these authors, there is a need for reflection to address challenges caused by the

unforeseen changes within the work environment. The reflection approach involves continuous

assessment and identification of underlying assumptions of ones past behavior to determine action

that led to success in a complex work situation (Marsick & Watkins,2001). Reflection helps

individuals to learn new approaches of deciding actions suitable for their jobs regardless of work

challenges. Their study demonstrated that adaptability can systematically be elicited by reflection

and has proved that reflection is a useful and necessary approach that enables managers but also

employees to adapt to dynamic work environments.

Runhaar et al. (2010) did research among secondary school teachers and found a positive relation-

ship between transformational leadership and reflection. Their study showed that transformational

leaders can stimulate people to reflect on their practice and ask each other for feedback in order

to examine their assumptions. Reflection can be regarded as risky, because one can be confronted

with information that can impair his or her self-image. However, on this point a transformational

leader can provide an external support to encourage people to engage in such risky behaviours.

Since they found a positive relationship between transformational leadership and reflection, and

adaptability can be elicited by reflection, there also seems to be a relationship between adaptab-

ility and transformational leadership. Hence, transformational leadership will be discussed more

extensively in the section 3.5.2.

3.4 Antecedents of Adaptability

As mentioned in section 3.3.1, being adaptable has become important largely as result of the

rapid pace of technological advancement and an increasing emphasis on continuous learning in
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organizations. However, not only adaptability is important for rapid environmental change, but

also ones self efficacy. This is defined as individuals beliefs about their capabilities to produce

designated levels of performance (Bandura, 1994). Self-efficacy is an important component of

self-regulation, in that it is one of the main determinants of effort allocation intentions (Bandura,

1997) . Self-regulation refers to processes, that enable an individual to guide his/her goal-directed

activities over time and across changing circumstances, (Karoly, 1993, p. 25). Therefore, self-

efficacy also seems to influence adaptability. However, there is a lack of research available that

focuses on the direct relationship between self efficacy and adaptability.

3.4.1 Self-efficacy

Organizational change can be successfully implemented when the employees are sure that they

have requisite knowledge and degree of skills required to make the efforts successful. However, if

they do not have the required competencies then they might resist such interventions and will not

be encouraged to have active participation in the change process (Madsen, 2005). The more an

employee is confident on his knowledge and skills, the greater are the chances that the change can

be handled more effectively. If the employees do not support the new interventions, it will create

anxiety amongst the individuals which ultimately affect their productivity level. Self-efficacy is

not only related with having sufficient knowledge and skills about the job; it is also concerned to an

extent of which the employee is proficient in handling the situations in a changing environment.

Employees with low self efficacy will be likely to have a lower willingness to change because

they are not confident in their own abilities to manage the change. In addition, employees with

high self efficacy tend to have the perception that rewards are depending on individual behavior,

while employees with low self efficacy tend to have the feeling that rewards are controlled by

outside factors. Furthermore, Individuals with low self-efficacy tend to regard challenging tasks

as threatening and are more likely to reduce their efforts and give up quickly (Carter, 2008).

Hence, employees with high self efficacy, are likely to adapt their behavior more easily in order to

make their efforts more successful by exerting efforts to overcome the difficulties that come with

organizational change.

In sum, self-efficacy, above studies seem to reveal a positive relation between self-efficacy and

employees adjustment to the organization and to organizational change, which also can be referred

to as adaptability. Furthermore, adaptable employees are prepared and willing to adjust their

Organizational change within a maintenance department: Antecedents and outcome
characteristics of willingness to change

19



CHAPTER 3. THEORETICAL BACKGROUND

behavior to change or fit different tasks, social, and environmental features. This in line with people

that have high self-efficacy, since they are less likely to regard challenging tasks as threatening

and more likely to treat these situations as opportunities.

Hence, Self-efficacy should be positively related to adaptability such that employees high in self-

efficacy will be more adaptable. Therefore, the following is hypothesized:

Hypothesis 2a: : self-efficacy is positively related to adaptability

3.4.2 Perceived need for change

The second variable that is expected to influence adaptability is the employees perceived need

for change. The employees perception of the necessity of an organizational change has been

conceptualized in various ways. However, the most complete definition is stated by Armenakis et

al. (1993). They labeled it as the belief that a change is needed, i.e. as the perceived discrepancy

between a present state and a desired end-state. They noted that communication concerning the

change is the primary mechanism for creating willingness to change. But even if top management

feels a sense of urgency about initiating an organizational change, this does not necessarily mean

that individual employees are aware of, understand, and/or agree with this sense of urgency.

It is often hard for managers to get reasons for organizational change across to employees, be-

cause reasons to motivate complex organizational change are not always accepted, understood,

or received in the way managers intend, even if the organizational change is for the benefit of

employees (Rousseau & Tijoriwala, 1999). In addition to that, it is interesting to note that well

performing organizations are particularly challenged to keep up with a changing environment, be-

cause successful organizations are often characterized by inertia (Miller, 1993). An explanation for

this inertia is that successful organizations discard practices, people, and structures regarded as

peripheral to success and grow more inattentive to signals that suggest the need for change (Weick

Quinn, 1999, p. 369). When employees perceive a sense of urgency, it is more likely that they

will evaluate the change more positively, since maintaining the status quo is seen as less favorable

for their own position or that of their colleagues or the organization. As adaptable individuals

take responsibility for adjusting to the situation, employees with a perceived sense of urgency,

seem to be more adaptable. If maintaining status quo is seen as less favorable, adaptable employ-

ees seem to be more prepared and willing to adjust and change their behavior to fit to the new
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procedures. In addition, Jimmieson et al. (2004) found that change information was positively

related to adjustment in terms of well-being, job satisfaction, and client engagement. Timely and

detailed information seems a critical element of change effort and increases the perceived need for

change. Ashford (1988) found that this is due to the anxiety and uncertainty reducing effect that

information about the organizational change has on employees.

Therefore, communication in regards to the need for change (change information), which results in

a higher perceived need for change, is expected to facilitate adaptive behavior such that employees

high in perceived need for change will be more adaptable. Therefore, the following is hypothesized:

Hypothesis 2b: : Perceived need for change is positevely related to adaptability

3.5 Moderators

3.5.1 Trust in Supervisors

Trust has become increasingly recognized as a central mechanism in the coordination of expect-

ations, interactions, and behaviors. Without trust, it is difficult for the organization to have a

cohesive culture, and it is less likely that its members engage in cooperation and information

sharing (Peterson et al., 2009). Critical situations, such as major organizational changes, are

particularly important for the development of trusting relationships between employees and or-

ganizational authorities. It is not only the outcome of change that influences these relationships,

but also the authorities intentions when promoting change. Trust develops through time as a res-

ult of the interactions and social exchanges between the parties involved. The relational history

between the truster and the trustee is a central element in the creation of trust, and the increase

of the interaction frequency between two parties may promote an enhancement of trust (McAl-

lister,1995). The consistency of trust in a given relationship is temporary and especially because

of situations such as major change initiatives, which can create tension and feelings of imbalance.

Fox (1974) stresses that trust between management and employees finds equilibrium based on

reciprocity in the exchange between the two parties. If the reciprocity is weakened, the mutual trust

will be challenged. Consequently, when change initiatives create uncertainty and make employees

vulnerable, change becomes a challenge to the trust equilibrium (Morgan Zeffane, 2003).
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Supervisors are particularly important for employees knowledge of the organizational change goals,

mainly for two reasons. Firstly, they are important for a smooth implementation and general

acceptance of the change initiative, because they are in close contact with employees. Simultan-

eously, employees also perceive supervisors as representatives of the organization (Eisenberger et

al. 2002). Secondly, because supervisors represent the organization, trusting relationships between

them and employees are of vital importance for the organization. Trust in the supervisor has con-

sistently been treated as an indicator of the quality of the social exchange relationship (Camerman,

Cropanzano & Vandenberghe, 2007).

Trust helps to reduce the uncertainty surrounding a managers behavior, making it more likely that

employees will cooperate with their managers decisions (Tyler & Degoey, 1996). When employees

trust their manager, they confidently accept what their manager will do, and are less likely to take

steps to protect themselves from uncertain leader behavior (Dirks & Ferrin, 2001). Trust makes it

more likely that employees will accept and cooperate with authority, something which is of great

importance during organizational change. In addition, employees will have greater confidence in

their leader when they trust him or her, they believe that what he or she is saying is true and

that his or her modeling of values is genuine. Thus, there are few doubts about whether the

values a leader transmits are genuine and the degree to which these values are the correct values

worthy of acceptance. Because these leaders are trusted, employees are more willing to accept

their values. Accepting a leaders value messages, is a way the elicit employee contributions that

otherwise would not be forthcoming. The more an employee trusts its supervisor, the more they

feel confident to overcome job obstacles inherent to organizational change.

We suggest that when employees have high trust in supervisors, the effectiveness of adaptability

on enhancing employees willingness to change will be increased. Employees are more willing to

change when they their trust in supervisor is high, since they are more confident that they are

being able to adapt to this new environment by accepting the managers value in regards to the

organizational change. Trust in supervisors increases the employees acceptance of the change

initiative, which in turn motivates them to change their behavior in such a way that it is in line

with the organizational goals. Besides, if the trust in supervisors is low, and in turn the acceptance

for the change is low, employees might show adaptable behavior but only because they were told

to change. However, their willingness to change will probably still be low since they dont support

the change. Therefore, the following is hypothesized:
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Hypothesis 3 : Trust in supervisors moderates the relationship between adaptability and will-

ingness to change such that the the positive relationship between adaptability and willingness to

change is stronger when trust in supervisors is high compared to when trust in supervisors is low

3.5.2 Leadership style: Transformational Leadership

One of the defining challenges for leaders is to take their organizations into the future by imple-

menting planned organizational changes that are intended to modify organizational functioning

toward more favorable outcomes (Lippit et al. 1958). The study of Battilana et al. (2010) shows

the importance of the role of different leadership competencies in different activities involved in

planning a organizational change. Devos et al.(2002) stress that successful major changes need

a powerful guiding coalition. This powerful coalition goes beyond the support of top manage-

ment. Organizational transformation often implies a change in tasks of managers, their personal

leadership style and their social relations with subordinates. Managers have an important role

in supporting and helping employees when undergoing a change process. According to Devos et

al. (2002), employees willingness to change partly stems from their manager. Given the change

literatures emphasis on the importance of the leader in enacting change, the next paragraphs will

discuss a leadership theory that is tied to change: transformational leadership.

To mitigate the tensions and facilitate effective performance, managers must exhibit appropriate

leadership behaviors (Bass Riggio, 2006; Burke et al., 2007). Among various leadership perspect-

ives, transformational leadership is often linked with managerial effectiveness during organiza-

tional change (Bass Riggio, 2006). Transformational leadership can be explained according the

transactional-transformational leadership paradigm (Bass, 1997). According the transactional-

transformational paradigm, transactional leadership develops from the exchange process between

leaders and subordinates wherein the leader provides rewards in exchange for subordinates per-

formance. On the contrary, transformational leadership behaviors go beyond transactional lead-

ership by motivating followers to identify with the leaders vision and sacrifice their self-interest

for that of the group or the organization (Bass, 1985).

Transformational, charismatic, and visionary leaders can successfully change the status quo in their

organizations by displaying the appropriate behaviors at the appropriate stage in the transforma-

tion process. A transformational leader could be a good facilitator of this process by promoting the

creation of a culture that encourages team-decision making and behavioral control (Manz Sims,
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1991). As managers strive to operationalize change, employees react to change in both intended

and unintended ways. For example, managers might have varying ideas on how to accomplish

change that could be equally instrumental for invoking supportive change reactions. If employees

misinterpret managers ideas for implementing change (Sonenshein, 2010), they might experience

uncertainty about particular behaviors needed to achieve desired change objectives. These experi-

ences can emotionally charge change contexts (Fugate et al. 2008) and reduce employees confidence

in effectively adjusting to change. Under these conditions, transformational leaders must convince

employees that they can depend on them for guidance and support. According to Liu and Batt

(2010), relational ties with employees should grow as transformational leaders devote more time

to coaching and guidance. As such, employees who are involved in high-quality relationships with

their managers should perform at higher levels and go the extra mile to help their managers and

peers (Cropanzano Mitchell, 2005).

A leader must work at getting large numbers of people in the organization involved in the trans-

formation process. Otherwise, it is likely employees will resist the change, which most definitely

will result in failure. Brown and Eisenhardt (1997) indicates that a successful leader creates a

culture which embraces change. According to Lowe et al. (1996), charisma is a component of

transformational leadership. In addition, Nohe et al (2013) found that followers who perceive

leaders as charismatic will feel more committed to proposed changes. Perceiving a leader as cha-

rismatic implies that followers have linked their beliefs to the mission expressed by the leader.

Thereby, efforts and goals that are part of the leaders mission increase in meaning and intrinsic

motivational behaviour (Bono Judge, 2003). As a result, followers are more likely to identify with

the change goals, thereby increasing their motivation and willingness to support the goal and

commit to the change.

In sum, above studies seem to reveal the positive influence transformational leadership has on

creating a culture that embraces change. We suggest that transformational leadership increases the

effect of self-efficacy on adaptability. Under conditions of organizational change, transformational

leadership acts as a change antecedent that facilitates the formation of higher quality relationships

between managers and their employees. Through these high quality relationships, managers can

motivate employees in such a way that their confidence level on their own knowledge and skills

needed for organizational change, increases. In addition to that, employees are also more likely to

be better prepared and more willing to adjust their behavior through this mechanism. Therefore

the following is hypothesized:
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Hypothesis 4 : Transformational Leadership moderates the positive relationship between self-

efficacy and adaptability such that the relationshp between self-efficacy and adaptability is stronger

when perceived transformational leadership is high compared to when it is low

3.5.3 Outcome characteristics willingness to change

After deriving relationships that show how antecedents can influence willingness to change, it is

also important to consider the outcome variable(s) of willingness to change. The budget OBM

yearly receives depends on the trains’ travelled kilometres and the amount of trains that have to

maintained. Based on this information the amount of maintenance annually will be determined,

after which the total workload per year will be determined by combining the yearly maintenance

with the derived standard times for maintenance. In addition, the price per mechanic per hour

is derived from this calculation. However, this analysis is purely used as a pre-calculation, the

post analysis will show how many hours the mechanics actually worked (direct hours) to maintain

the trains. For instance, suppose that in 2016, 75000 direct hours are pre-calculated to perform

all the necessary maintenance but the post analysis shows that there are only 65000 direct hours

registered, this could be the consequence of working inefficiently or not registering properly. Re-

gardless of the reason, a lower budget will be paid to OBM. In addition, higher costs could occur

since external workers are needed to perform all maintenance that is required by the the dutch

railways. The asset management program MAXIMO is used to keep track of the data mentioned

above. Table 3.1 shows the KPI’s that can be retrieved from MAXIMO and thus can be used in

the analysis.

Table 3.1: Explanation KPI’s

Outcome variables (KPI’s) Explanation

KPI presence Presence in hours per month

KPI percentage total hours registrated (Registered hours per month divided by precence in hours
per month) * 100

KPI direct hours Registered direct hours per month

KPI indiret hours Registered indirect hours per month

KPI DUPP Forecast registered direct hours per year

KPI productivity Productivity equals direct hours per month divided by
total precense in hours per month

To keep track of all the data, each mechanic has an iPad in which the daily production planning
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per person is stored. The mechanics have to keep track of every hour they are present, both

for hours they actually work (direct hours) and for hours they are not performing maintenance

(indirect hours). In addition, their total hours registered (direct + indirect hours) should be

7.45 hours every day and should be equal to their presence. Since the direct hours a mechanic

works determines the budget OMB receives from the Dutch Railways and the KPI productivity

is measured by dividing the direct hours by the mechanic’s presence in hours, this KPI will be

regarded as the most important KPI and thus chosen as outcome variable of willingness to change.

Herscovitch and Meyer (2002) indicated that when willingness to change is high, organizational

members will exhibit more pro-social, change-related behavior–that is, actions supporting the

change effort that exceed job requirements or role expectations. In addition they found that mem-

bers whose commitment to change was based on ”want to” rather than ”need to”, exhibited not

only more cooperative behavior but also championing behavior. That is, promoting the change

to others. Since one of the main drivers of the organizational change is to increase the perform-

ance (eq. efficiency and productivity), individuals with a higher willingness to change are more

cooperative in terms of increasing their performance. Therefore, the following is hypothesized:

Hypothesis 5 : willingness to change is positively related to performance in terms of productivity.

3.5.4 Conceptual model

In this section, the model that emerged from literature will be presented together with possible

implications arising from this model. We set out to find out if and to what extent adaptability is

a driver behind willingness to change and how a personal trait such as self-efficacy influences this

driver. Furthermore, this conceptual model aims to uncover the potential effect of the moderating

variables: transformational leadership and trust in management on the relationship between self-

efficacy and adaptability and the relationship between adaptability and willingness to change,

respectively. The model is shown in figure 3.1.

Organizational change is a major challenge; the literature is full of contributions outlining the

complexity of organizational change efforts. It is widely acknowledged that planned organizational

change is not fully possible, since organizations are continually subject to change, planned as

well as unplanned. However, outcomes of this study could give us a new perspective on how

willingness to change is influenced (indirectly) aswell as the consequenses of willingness to change
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Figure 3.1: Research Model

for job performance.. In addition, moderating effects could explain how these relationships are

influenced. Based on these outcomes, theoretical and practical implications can be formulated.
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Method

This chapter explains the research method of the research, followed by the research design. Finally,

an explanation of how the data analyses have been conducted is given.

4.1 Research method

In order to gain insight into obtain the investigated problem, the research began with a qualitative

method by means of several informal interviews with the business controller. Through these

interviews, a complete view of the organizational change was obtained as well as of the present

state of affairs. In addition, several of the constructs that could be included in the research model

were identified. For example, self-efficacy, which is pointed out in the literature as important, was

also emphasized as important by the business controller, especially in the context of OBM. In

order to examine the relationships between the constructs of the research model, a quantitative

research method has been used. Data were collected by means of a cross-sectional survey research,

which is explained in more detail in the next section.

4.2 Research design

In this research, a cross-sectional design is used, which is a type of observational study that

analyzes data collected from a population at a specific point in time. Based on the insights that

were gathered, both in the interview with the business controller and the literature review, an

online survey was developed, with measurement scales based on validated scales. This survey has
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been used to test the relationships between the constructs in the research model and to test whether

the derived hypotheses were correct. Because all respondents work in the same hierarchical level,

every respondent received an survey in order to get the highest possible sample size and increase

the confidence in the model estimates. Finally, this resulted in in a sample size of 87 which is a

response rate of 76%.

4.3 Procedure

Data was collected by means of a questionnaire. To distribute the questionnaire, my internal

supervisor was consulted to check which way of distributing the questionnaire would yield the

highest response. Since all mechanics have an iPad, and a paper questionnaire seemed to yield

less response due to time restrictions, an online questionnaire was chosen. The several team

supervisors as well as the mechanics were informed about the research, the questionnaire and

the purpose of the research. In order to enhance the efficiency of filling out the questionnaire

and avoiding employees forgetting the instructions, the instructions were also included on the

first page of the online questionnaires. Furthermore, the respondents were clearly informed that

the outcomes of the questionnaire were processed anonymously and would be exclusively used

for internal scientific research. During the period that the online survey was open, my internal

supervisor send an email to all participants to encourage them to fill in the survey in interest of

the research. In addition, employees were asked to participate and fill in the survey truthfully

and independent by emphasizing that the outcome of this research would be valuable for helping

successful organizational change within OBM. Also, a deadline was given in which the employees

had to fill in the online survey to make sure that the results were received on time. After the

deadline had passed and increase the response, a reminder was send to the employees who didnt

fill in the survey within the deadline, to give them another opportunity. The online link that the

respondents received, referred them to an online survey, that was created by using Google Forms.

This survey consisted of 42 items in which they were asked to what extent they agreed or disagreed

on different items and scales.
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4.4 Participants

The questionnaire was distributed to a total of 115 mechanics, which is the entire population

of mechanics within OBM. With 87 submitted questionnaires,the response rate was 75.65%. 86

(98,85%) of these submitted questionnaires were complete. Of the not-completed questionnaire,

only the respondent’s name and age was not filled in. The sample of 87 questionnaires included

86 (97.85%) men and 1 (1.15%) woman. The age of the respondents in the final sample ranged

from 18 to 65, with most of the respondents being in the age range of 56-65 years (32.2%). the

respondents’ duration of employment ranged from 1 to 40, with most of the respondents being in

the range of 11-20 years (37.9%). Descriptive statistics about the final sample can be found in

Appendix .1.

4.5 Measures

As described in the literature review, the research model contains five constructs, from which two

serve as moderating variables. All measures of the present study were derived from validated

scales.

Willingness to change

To measure willingness to change, six items were used, derived from a scale developed by Van

Beek (2011) (unpublished). This six-item scale is based on a scale developed by Metselaar and

Cozijnsen (1997). Metselaar and Cozijnsen (1997) measured the willingness to change and the

behaviourial outcome component as one construct, whereas Van Beek (2011) seperated these into

two constructs of which only the willingness to change construct is used for this survey. An

example of an item is ”I am committed to overcome my resistance to the organizational change

my company is facing”. All of these items were responded to on a five-point scale with anchors

ranging from totally disagree (1) to strongly agree (5).

Self-efficacy

To measure self-efficacy, ten items were used, derived from a scale developed by Schwarzer and

Jerusalem (1995). This scale measures employees generalized self-efficacy. An example of an item

is ”It is easy for me to stick to my aims and accomplish my goals”. All of the items were responded
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to on a seven-point scale with anchors ranging from totally disagree (1) to strongly agree (5).

Adaptability

To measure adaptability, eight items were used, derived from a scale developed by Ployhard and

Bliese (2006). This scale measures employees adaptability on 8 different sub-dimensions. For this

questionnaire, only the sub-dimension ”uncertainty” is used, since this dimension fits the problem

context. An example of an item is ”I take responsibility for acquiring new skills”. All of these

items were responded to on a five-point scale with anchors ranging from totally disagree (1) to

strongly agree (5).

Transformational leadership

To measure transformational leadership, ten items were used, derived from the CLIO (Charismatic

Leadership in Organizations) questionnaire developed by De Hoogh, Den Hartog and Koopman

(2004). An example of an item is ”My manager has a vision and image of the future.” All of the

items were responded to on a five-point scale, with anchors ranging from totally disagree (1) to

totally agree (5).

Trust in supervisors

To measure trust in supervisors, four items were used, derived from a scale developed by Schoorman

et al. (2006). For the present study, the items were slightly altered to reflect a focus on the direct

supervisor. An example of an item is ”If I had my way, I wouldnt let my supervisor have any

influence over issues that are important for me.” All of the items were responded to on a five-point

scale, with anchors ranging from totally disagree (1) to totally agree (5).

Perceived need for change

To measure Perceived need for change, four items were used, derived from a scale developed by

van den Heuvel et al. (2015). An example of an item is ”I believe this organizational change

is needed”. All of the items were responded to on a five point scale, with anchors ranging from

strongly disagree (1) to strongly agree (5). Because the second item was phrased negatively, it is

reverse coded.

Productivity

The mechanics have to keep track of every hour they are present, both for hours they actually work

(direct hours) and for hours they are not performing maintenance (indirect hours). In addition

their total presence in hours is measured, which should be equal to 7.45 hours. As a result,
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productivity is a percentage that is calculated by dividing the direct hours by total presence in

hours and by multiplying this by 100. This data is retrieved from the asset management program

MAXIMO.

4.5.1 Construct reliability

In order to make sure that the scale items measured the construct in a reliable way, the Cronbach’s

α coefficient for each construct was computed. George and Mallery (2003) p. 231) provide the

following rules of thumb:

Table 4.1: Cronbach’s α Rules of Thumb

Cronbach’s α Internal consistency

≥ .9 Excellent

≥ .8 Good

≥ .7 Acceptable

≥ .6 Questionable

≥ .5 Poor

<.5 Unacceptable

While increasing the value of alpha is partially dependent upon the number of items in the con-

struct, it should be noted that this has diminishing returns. In addition, a minimal level of the

cronbach’s α of .7 is regarded as acceptable which implies a acceptable internal consistency of the

items that compromise a construct.

In table 4.2, all constructs with corresponding Cronbach’s α are shown. As seen in the table, only

one construct didn’t meet the the aforementioned treshold (Cronbach’s α = .65). However, after

deleting one item in this scale (”I get frustrated when things are unpredictable”), the Cronbach’s

α increased to .7 which resulted in a scale that has an acceptable internal consistency. The other

constructs already have a Cronbach’s α higher than .9, which means that the internal consistency

of these constructs is excellent without having to delete an item.
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Table 4.2: Cronbach’s α Constructs

Construct Cronbach’s α Cronbach’s α after deleting one item

Self-efficacy .91 not applicable
Perceived need for change .92 not applicable
Transformational leadership .98 not applicable
Adaptability .65 .70
Trust in supervisor .94 not applicable
Willingness to change .90 not applicable

4.6 Analysis

IBM SPSS Statistics 24 is used to analyze the data and answer the proposed research questions.

all the questions were used except for one item in the construct adaptability, since this item was

deleted in order to increase the Cronbach’s α to satisfy the threshold of .7.

The analyze the model, a hierarchical regression is used in order to control for the effects of certain

predictors independent of the influence of others. The answers to the stated hypotheses will

contribute to answering the main research question, which will be made explicit in the conclusion

and discussion section.

4.6.1 Control variable

Despite the the predictors that can influence willingness to change and performance outcomes,

factors that are outside the scope of the model might be present and could also have an influence

on the constructs used in the research model.

An important control variable which should be included in the analyses, is the employees’ organiz-

ational tenure. Employees who have been working in the company for a longer period, may have a

lower willingness to change than employees who are working in the company for a shorter period.

A reason could be that they are afraid of changing their status quo because this could seem as

less favorable for their own position, a position in which they have felt comfortable for several

years. The remaining control variables that could be incorporated were age and gender. However,

age wouldn’t yield any significant results, because there is only one woman working as mechanic

and age is highly correlated with organizational tenure. Therefore, only organizational tenure is

included as control variable in this study.
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Results

5.1 Descriptive statistics and correlations

Table 5.1 shows the ranges, means, standard deviations as well as the correlations of the constructs.

Apart from the constructs of the research model, the control variables are also included in the

table (indicated with control variable in front of the variable). From the table can be seen that the

respondents scored relatively high on the different constructs. The mechanics perceived the need

for change, of the organizational change within NedTrain, to be 3.50, on a scale from 1 to 5. This

suggests that mechanics are well aware of the reason for organizational change and therefore also

perceive a certain need to participate in this organizational change. In addition, the willingness to

change scored also relatively high with a score of 3.73, on a scale from 1 to 5. Hence, mechanics do

not only perceive a need but are also willing to participate in the organizational change. The means

for transformational leadership and trust in supervisor were both also relatively high, respectively

3.50 and 3.70. This suggests that mechanics perceive the behaviour of their supervisor as one of

a transformational leader as well as having a high level of trust in their supervisor. Finally, the

mean of the mechanic’s productivity is 41.63%, this is quite low seeing that the target has been

set at 65 %. This suggests that there is enough room for improvement in terms of performance.
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First the antecedents self-efficacy and perceived need for change are positively related to adaptab-

ility (respectively r = .72, p = <.01 ; r = .56, p = <.01 ), which are in line with the the proposed

hypotheses 2a and 2b. Second, adaptability is positively related to willingness to change (respect-

ively r = .53, p = <.01 ), which is in line with hypothesis 1. Third, willingness to change has a

non significant negative relationship with productivity, which is not in line with hypothesis 5.

The test of the hypothesized moderating effects (H3 & H4) will be discussed in the next section.

5.2 Regression analyses

To test all hypotheses, a stepwise hierarchical regression analysis was used. Variables are entered in

blocks, with each independent variable being assessed in terms of what it adds to the prediction of

the dependent variable, after the previous variables have been controlled for. The overall model is

assessed in terms of its ability to predict the dependent variable. In addition, this section describes

the regression analyses which are used for testing if the constructs transformational leadership and

trust in supervisor, moderate the relationship between self-efficacy and adaptability and between

adaptability and willingness to change, respectively.

In Table 5.2, the results of the regression analyses of the relationships between both self-efficacy

and adaptability (model 1) and perceived need for change and adaptability (model 2) are presented

after the effect of organizational tenure has been controlled for. In addition to table 5.2, table 5.3,

shows the results of the regression analysis in which self-efficacy and perceived need for change

are entered in one model simultaneously.

5.2.1 Self-efficacy and adaptability

The stepwise hierarchical regression (table 5.2) revealed that at step 1, the control variables

didn’t contribute significantly to the regression model, F(4,81) = .01, p>.05 and accounted for

0% (rounded) of the variation in adaptability. Introducing self-efficacy explained an additional

52% of the variation in adaptability and this change in R2 was significant, F(2,84) = 46.33, p<.01.

Both the correlation matrix and the stepwise hierarchical regression showed support for hypothesis

2a (r = .72, p<.01; β = .73, p<.01). Hence, employees high in self-efficacy will indeed be more

adaptable. In addition, the analysis showed that organizational tenure didn’t have a significant
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effect on adaptability.

5.2.2 Perceived need for change and adaptability

The stepwise hierarchical regression (table 5.2) revealed that at step 1, the control variables

didn’t contribute significantly to the regression model, F(1,85) = .01, p>.05 and accounted for

0% (rounded) of the variation in adaptability. Introducing perceived need for change explained an

additional 31% of the variation in adaptability and this change in R2 was significant, F(2,84) =

19.25, p<.01. Both the correlation matrix and the stepwise hierarchical regression showed support

for hypothesis 2b (r = .56, p<.01; β = .56, p<.01). Hence, employees high in perceived need for

change will indeed be more adaptable. In addition, the analysis showed that organizational tenure

didn’t have a significant effect on adaptability.

Table 5.2: Results of Regression Analysis H2a - H2b, Standardized Beta Coefficients

Adaptability (H2a) Adaptability (H2b)

Construct Step 1 Step 2 Step 1 Step 2

Control variable

Organizational tenure .01 .01 .01 .01

Main effects

self-efficacy .73**

Perceived need for change .56**

R2 0 .53 0 .31
Adjusted R2 -.01 .51 -.01 .30
R2 change 0 .52** 0 .31**
F .01 46.33** .01 19.25**

*=p <.05
**=p <.01
note: two-tailed effects, N=87

5.2.3 Self-efficacy, perceived need for change and adaptability

The control variables didn’t contribute significantly to the regression model shown in 5.3 , self ex-

planatory with the same parameters already mentioned in the previous section. Introducing both

self-efficacy and perceived need for change simultaneously, explained an additional 58% of the vari-

ation in adaptability and this change in R2 was significant, F(3,83) = 38.65, p<.01. So even when

both independent variables are entered simultaneously, the stepwise hierarchical regression showed
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support for hypothesis 2a and 2b (respectively, β = .59, p<.01;β = .28, p<.01). Hence, employees

high in both self-efficacy and perceived need for change will be more adaptable. In addition, the

analysis showed that the control variable didn’t have a significant effect on adaptability.

Table 5.3: Results of regression analysis H2a - H2b combined in One Model, Standardized Beta
Coefficients

Adaptability (H2a and H2b)

Construct Step 1 Step 2

Control variable

Organizational tenure .01 .1

Main effects

Self-efficacy .59**

Perceived need for change .28**

R2 0 .58
Adjusted R2 -.01 .57
R2change 0 .58**
F .01 38.65**

*=p <.05
**=p <.01
note: two-tailed effects, N=87

5.2.4 Adaptability and willingness to change

The stepwise hierarchical regression (table 5.4) revealed that at step 1, the control variables didn’t

contribute significantly to the regression model, F(1,85) = 1.06, p>.05 and accounted for 1% of the

variation in willingness to change. Introducing perceived need for change explained an additional

28% of the variation in willingness to change and this change in R2 was significant, F(2,84) = 17.27,

p<.01. Both the correlation matrix and the stepwise hierarchical regression showed support for

hypothesis 2b (r = .53, p<.01; β = .53, p<.01). Hence, employees high in adaptability will indeed

be more willing to change. In addition, the analysis showed that the control variable didn’t have

a significant effect on adaptability.
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Table 5.4: Results of Regression Analysis H1, Standardized Beta Coefficients

Willingness to change (H1)

Construct Step 1 Step 2

Control variable

Organizational tenure -.11 -.12

Main effects

Adaptability .53**

R2 .01 .29
Adjusted R2 0 .27
R2change .01 .28**
F 1.06 17.27**

*=p
**=p
note: two-tailed effects, N=87

5.2.5 Willingness to change and productivity

The stepwise hierarchical regression (table 5.5) revealed that at step 1, the control variable did

contribute significantly to the regression model, F(1,74) = .2.64, p>.05 and accounted for 1.1%

of the variation in productivity. Introducing willingness to change explained an additional 7% of

the variation in willingness to change and this change in R2 was not significant, F(2,73) = 3.17,

p>.05. Both the correlation matrix and the stepwise hierarchical regression showed no support for

hypothesis 5 (r = -.24, p>.05; β = −.25, p>.05).Hence, a high willingness to change is not related

to increased productivity. However, the analysis shows that the control variable has an significant

effect on productivity (β = −.26, p<.05) ,which means that the longer people are working in this

company, the lower their productivity is.
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Table 5.5: Results of Regression Analysis H5,Standardized Beta Coefficients

Productivity (H5)

Construct Step 1 Step 2

Control variable

Organizational tenure -.24* -.26*

Main effects

Willingness to change -.25

R2 .06 .12
Adjusted R2 .05 .1
R2change .06 .06
F 2.64 3.17

*=p
**=p
note: two-tailed effects, N=76

5.2.6 Moderating effect transformational leadership on the relationship

between self-efficacy and adaptability

Table 5.6: Results of regression analysis H4, potential moderating effect

Moderating Effect of Transformational Leadership (H4)

Construct Step 1 Step 2 Step 3

Control variable

Organizational tenure .01 .09 .08

Main effects

Self-efficacy .34** .34**

Transformational leadership .09* .09*

Interaction (SE x TL) .01

R2 0 .56 .56
Adjusted R2 -.01 .54 .53
R2change 0 .56** 0
F .01 34.46** 25.57**

*=p
**=p
note: two-tailed effects, N=87

The stepwise hierarchical regression (table 5.6) was used to determine whether the relationship

between self-efficacy and adaptability depended on the level of perceived transformational lead-

ership. In the table, the unstandardized beta coefficients are shown since all the continuous

variables are standardized before performing the analysis in order to reduce multicollinearity

40 Organizational change within a maintenance department: Antecedents and outcome
characteristics of willingness to change



CHAPTER 5. RESULTS

and the associated problems that are caused by these higher-order terms. Hypothesis 4 stated

that transformational leadership moderates the relationship between self-efficacy and adaptability

such that the relationship between self-efficacy and adaptability is stronger when perceived trans-

formational leadership is high compared to when it is low. Results indicated that both higher

self-efficacy and higher transformational leadership was associated with higher adaptability, re-

spectively (β = .34, p<.01, β = .09, p<..05).However the regression analysis showed no support for

the proposed moderating effect (β = .01, p>.05). Hypothesis 4 was therefore rejected.

5.2.7 Moderating effect trust in supervisor on the relationship between

adaptability and willingness to change

Table 5.7: Results of Regression Analysis H3, Potential Moderating Effect, Unstandardized Beta
Coefficients

Moderating Effect of Transformational Trust in Supervisor (H3)

Construct Step 1 Step 2 Step 3

Control variable

Organizational tenure -.11 -.12 -.12

Main effects

Adaptability .31** .33**

Trust in supervisor .10 .10

Interaction (AD x TIL) .10

R2 .01 .31 .34
Adjusted R2 0 .29 .31
R2change .01 .30** .02
F 1.06 12.66** 10.43**

*=p
**=p
note: two-tailed effects, N=87

The stepwise hierarchical regression (table 5.7) was used to determine whether the relationship

between adaptability and willingness is moderated by the level of trust in supervisor. In the table,

the unstandardized beta coefficients are shown since all the continuous variables are standardized

before performing the analysis in order to reduce multicollinearity and the associated problems that

are caused by these higher-order terms. Hypotheses 3 stated that trust in supervisor moderates

the relationship between adaptability and willingness to change such that the relationship between

adaptability and willingness to change is stronger when trust in supervisor is high compared to

when it is low. Results indicated that higher adaptability was associated with higher willingness
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to change (β = .33, p<.01).However the regression analysis showed no support for the proposed

moderating effect (β = .10, p>.05). Hypothesis 3 was therefore rejected. Figure 5.1 shows an

overview of the significant relations that were found.

Figure 5.1: Research Model with found Relationships
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5.3 Additional analyses

On the individual-level, the relationship between willingness to change and productivity was re-

jected (β = −.27, p>.05). However, since the mechanics work in five teams each with its own

supervisor, it also might be interesting to check this relationship on the team-level. Therefore, a

second correlation table is drawn up in which the variables were aggregated into team-level vari-

ables. These variables are calculated by taking the mean of the summed scores of the mechanics

per team, resulting in score per construct per team. The range, mean and standard deviation are

already discussed in section 5.1 and will therefore not be discussed anymore in this section. Apart

from the correlation coefficients, the only output that is different are the standard deviations be-

cause the original variables have been aggregated. In addition, table 5.8 shows the descriptive

matrix of the constructs per team.

Table 5.8: Descriptives per team

Construct (mean) Team 1 Team 2 Team 3 Team 4 Team 5

Self-efficacy 3.83 3.76 3.85 3.93 4.03

Perceived need for change 3.76 3.50 3.55 3.37 3.33

Transformational leadership 4.16 4.31 2.30 4.20 3.03

Adaptability 3.74 3.58 3.61 3.76 3.70

Trust in supervisor 4.39 4.44 2.65 4.00 3.16

Willingness to change 3.67 3.66 3.77 3.80 3.67

Productivity (percentage) 49 47 35 42 37
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As shown in table 5.9) , there is also no significant correlation between willingness to change and

productivity on team-level (r = -.24, p = <.05). However, there is one other variable on-team

level construct related with productivity; trust in supervisor is positively related to productivity

(r = .88, p = .05 ), which can have important implications for increasing productivity.

Table 5.10: Result of Regression analysis, Trust in Supervisor and Productivity

Productivity

Construct Step 1 Step 2

Control variables

Organizational tenure .134 -.126

Main Effect

Trust in supervisor .95*

R .116 .996
Adjusted R -.769 .982
R change .116 .880**
F .131 75.369**

*=p<.05
**=p<.01

Following up on the the positive correlation between trust in supervisors and productivity, a

stepwise hierarchical regression was performed to check if this proposition would still hold.The

stepwise hierarchical regression (table 5.10) revealed that at step 1, the control variables didn’t

contribute significantly to the regression model, F(2,2) = .131, p>.05 and accounted for 11.6%

of the variation in productivity. Introducing trust in supervisor explained an additional 88% of

the variation in productivity and this change in R2 was significant, F(3,1) = 75,369, p<.05. Both

the correlation matrix and the stepwise hierarchical regression showed support for a significant

positive relationship between trust in supervisor and productivity (r = .89, p<.05; β = .95, p<.05).

However, this regression analysis is constrained to a small sample size (N=5), since the variables are

aggregated into team-level variables. Hence, the statistical power of this analysis is low, results are

less reliable and conclusions should therefore be interpreted with caution. Nonetheless, descriptive

research can still be used to give valuable insights and can help an organization better define and

measure the significance of constructs measured in the current study. Table 5.8 reinforces the

finding of the regression analysis. The descriptive statistics per team shows that teams that

score lower on trust in supervisor, in most of the cases also score lower on productivity and vice

versa. For instance, team 3 which has the lowest trust in supervisor also has the lowest score onf

productivity. On the other hand, team 1 and 2, which have the highest and almost equal score on
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trust in supervisor, also have a higher productivity.
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Chapter 6

Discussion and Conclusions

6.1 Theoretical implications

Understanding employees reactions to a planned organizational change is an important concern

for many organizations. Rapid environmental and technological changes highlight the need for

organizations to continually engage in adaptation processes and organizational changes. To real-

ise intended changes, organizations must rely on the cooperation of their employees (Porras &

Robertson, 1992). However, prior research mainly focussed on reducing employees’ resistance to

change (Stanley et al., 2005; Bordia et al., 2004; Piderit, 2000; Kotter & Schlesinger, 2008) rather

than increasing their willingness to change. Hence, this study aimed at uncovering relationships

of willingness to change with employee- and work characteristics. Furthermore, the second goal of

this study was to study the relationship of willingness to change with performance.

Organizational change can be successfully implemented when the employees are sure that they

have requisite knowledge and degree of skills required to make the efforts successful. Both Madsen

(2005) and Carter (2008) found that self-efficacy is positively related to handling organizational

change. In accordance they state that individuals with low self-efficacy tend to regard tasks as

challenging and thus are likely to reduce their efforts and give up quickly. However, a behavioural

outcome of self-efficacy has not been examined in these studies while this study found a strong

positive relationship between self-efficacy and adaptability, something that hasn’t been studied

before. Employees with high self-efficacy are likely to adapt their behavior more easily in order to

make their efforts more successful by exerting efforts to overcome the difficulties that come with

organizational change and because they are less likely to regard challenging tasks as threatening
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and are more likely to treat these situations as opportunities.

It is often hard for managers to get the reason for organizational change across employees, be-

cause reasons to motivate complex organizational change are not always accepted, understood, or

perceived in the way managers intended, even if the organizational change is for the benefit of the

employees (Rousseau & Tijoriwala, 1999). Armenakis et al. (1993) noted that the belief that a

change is needed, serves as a primary mechanism for creating willingness to change. In addition,

Ashford (1988) found that timely and detailed information sees a critical element of change effort

and increases the perceived need for change, this study confirms confirms these findings indirecty.

In addition to previous research, this study reveals that perceived need for change has an positive

effect on a employees adaptability which in turn has a positive effect on willingness to change.

The relationship between perceived need for change and adaptability has not been studies be-

fore, most of the studies on adaptability show both cognitive and personal abilities as antecedents

to adaptability (Wang et al., 2011). Ployhart and Bliese (2006) proposed that adaptability is a

relatively stable individual difference that influences how employees interpret and respond to a

situation as well as Wessel et al who provided further support the notion of adaptability being a

”stable” individual difference.However, this study expands upon this literature by showing that

an organization can certainly have a positive influence on employees’ adaptability by increasing an

employees’ perceived need for change. That is, giving timely and detailed information about the

change seems to be a critical element of the change effort and is likely to increase the perceived

need for change.

Not much research has been done on the subject adaptability, especially in regards to willingness

to change. Both heslin (2009) and Lovett and Schunn (1999) found that employees with higher

adaptability are expected to have a better job performance, especially in workplaces constantly

undergoing changes. Other research mainly focused on the relationship between adaptability and

an individual’s appraisal of the situation. However, adaptability hasn’t been linked to willingness

to change in previous research. In line with our expectations, adaptability contributed to higher

levels of willingness to change. Adaptable individuals are more likely to perceive situations in a

positive light which increases their adaptability to notice and appreciate even small supportive

actions by their organization (Ployhart and Bliese, 2006). Adaptable individuals will take respons-

ibility for adjusting to the situation including learning new skills or processes to keep operating

efficiently within a changing environment and will therefore have a higher willingness to change.

Since openness to job changes is considered as an important aspect of adaptability, the result of
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this study is in line with that of van Dam (2003), who found that openness to job changes was a

strong predictor of individuals’ willingness to participate in required job transitions.

Weakliem and Frenkel (2006) found that despite managerial efforts at monitoring and supervision,

nearly all employees retain some control over how hard and effectively they work. Hence, workers

values, attitudes, or beliefs potentially affect their productivity. As an outcome characteristic, job

performance was included in the research model and was expected to have a positive relationship

with productivity. Unfortunately, results of this study revealed that willingness to change was not

related to performance in terms of productivity. This finding can be explained by the definition of

willingness to change: ”An employees positive behavioural intention towards the implementation

of a change in the structure, culture, or working methods of an organization or department,

resulting in an effort from this employee to actively or passively support the change process

involved.” Hence, a high level of willingness to change might not always have to result in a high

productivity, since productivity might not be perceived as important during the organizational

change. Employees might be so busy with coping with the organizational change, that they

tend to temporarily forget their main goal, in case of OBM: productivity. Hence this this may

indicate that there is temporarily no relationship between willingness to change and productivity

when being in an organizational change. Secondly, productivity measurements are not complete

and accurate, which makes drawing up relationships between antecedents and productivity more

difficult. Another reason could be that when employees perceive their productivity as high, they

don’t see any reason to change resulting in a lower willingness to change.

Additional analysis on the team-level showed that trust in supervisor had a positive influence

on productivity, such that teams with a high level of trust in their supervisor, have a higher

productivity. This can be explained by reflecting on the study of Tyler and Degoey (1996), who

found that trust helps to reduce the uncertainty surrounding a manager’s behavior, making it

more likely that employees will cooperate with their manager’s decisions. Trust makes it more

likely that employees will accept and cooperate with authority. Because these leaders are trusted,

employees are more willing to accept their values. Accepting a leader’s value message is a way to

elicit employee contributions that otherwise would not be forthcoming and thus might explain the

positive relationship between trust and productivity. However, this finding should be interpreted

with caution because these outcomes are based on variable scores that have been aggregated from

individual-level scores to team-level scores.
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Finally, this study tested 2 moderators of the relationship between self-efficacy and adaptability

and the relationship between adaptability and willingness to change. These moderators were (1)

transformational leadership; Under conditions of organizational change, transformational lead-

ership acts as a change antecedent that facilitates the formation of higher quality relationships

between managers and their employees. Through these high quality relationships, managers can

motivate employees in such a way that their confidence in their own knowledge and skills needed

for organizational change, increases. (2) Trust in supervisor: Trust in supervisors increases the

employees’ acceptance of a change initiative, which in turn motivates them to change their beha-

vior in such a way that it is in line with the organizational goals. Unfortunately, both variables

in this study showed no evidence for the formulated moderating relationships.

For the first (1) moderating relationship, an explanation might be that the mechanics’ do not see

their supervisor as a transformational leader but as an transactional leader, that only focuses on

the performance instead of motivating them to identify with the leaders vision and sacrifice their

self-interest for that of the group of the organization (Bass, 1985). In a maintenance company,

it’s quite common to act as an transactional leader, since performing maintenance is the main

goal of the company. In addition, high quality relationships through which employees could be

motivated, might be missing. It seems that mechanics and their supervisor are mainly focused

on performance rather than creating an culture in which quality relationships play a big role.

Another explanation could be that transformational plays a different role within the model. The

significant correlation between transformational leadership and perceived need for change and

between transformational leadership and adaptability can indicate that perceived need for change

mediates the relation between transformational leadership and adaptability. This is in line with

Bass (1985), who stated that a transformational leader could be a good facilitator of the change

process by identifying employees with the leaders vision. Hence, it is likely that a transformational

leader increases the perceived need for change, which in turn increases adaptability.

For the second (2) moderating relationship, an explanation might be that, although trust in the

supervisor is high, this will not lead to a higher willingness to change, because the supervisor

doesn’t model the values that are important for, and in line with the organizational change. An

assumption for this relationship was that supervisors supported the change initiative and tried

to convince mechanics to accept and cooperate with this change. However, if supervisors don’t

support the change, it’s most likely that mechanicss agree with this view, since trust makes it

more likely that employees will accept and cooperate with authority (Tyler Degoey, 1996). In
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addition, when an employee trusts his or her supervisor, he or she will have greater confidence

and will believe what what is being said is true and that these modeling values are genuine (Dirks

Ferrin, 2001). Hence, when a supervisor doesn’t support the change while employees still trust

this supervisor, this could result in employees also being opposed to the organizational change.

6.2 Practical implications

Finally, practical implications result from this study, which are relevant for professionals under-

going organizational change.

First of all, this study indicated the importance of a individual’s self-efficacy: organizations should

focus on increasing an employee’s self-efficacy in order to increase their adaptability when under-

going a organizational change. Individuals with high self-efficacy tend to regard challenging tasks

as less threatening and are more likely to increase their efforts to fulfill a task. Furthermore,

an employer is advised to give their employees the opportunity to generate their own structured,

continual feedback in order to increase their self-efficacy (beattie, 2006). By talking to direct col-

leagues, reflecting on performance and discussing task-related situations, employees will become

more confident on their knowledge and skills, which in turn will increase their adaptability.

According to Bandura (1981), the founder of the self-efficacy theory, the most effective way of

creating a strong sense of efficacy is through mastery experiences. Successes build a robust belief

in one’s personal efficacy. Failures undermine it, especially if failures occur before a sense of

efficacy is firmly established. If people experience only easy successes they come to expect quick

results and are easily discouraged by failure. A resilient sense of efficacy requires experience in

overcoming obstacles through perseverant effort. Some setbacks and difficulties in human pursuits

serve a useful purpose in teaching that success usually requires sustained effort. After people

become convinced they have what it takes to succeed, they persevere in the face of difficulties and

quickly rebound from setbacks. By sticking it out through tough times, they emerge stronger from

adversity.

One way to reduce feelings of uncertainty regarding task-related situations can be a participative

strategy such as implementing team meetings (Bordia et al., 2004). These team meetings could

consist of the mechanics together with their supervisor and the trainer who provides the education
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that is needed for maintaining the trains. In this meeting, the supervisor is advised reflect on the

performance of the team and should indicate what went well but should also put forward points of

improvement. Furthermore, the supervisor may motivate and facilitate mechanics’ performance

by emphasizing the importance of their performance. In addition, mechanics should be given the

opportunity to ask task- and situation related questions to overcome difficulties they might have.

Both the supervisor and the trainer should be engaged in this discussion and should try to resolve

these difficulties by reflecting on these questions and giving recommendations for improvement.

This study also underlined the importance of the perceived need for change during an organiz-

ational change. Proper information about the change, helps create a sense of urgency among

employees which makes them in turn more likely to evaluate the change more positively. One of

the most common ways to increase willingness to change is to educate employees about it before-

hand (Jimmieson et al., 2004). Kotter and Schlesinger (2008) stated that communication of a

proposed change helps employees see the need for and the logic of a change, this education process

can involve one-on-one discussions, presentations to groups or reports. An education and commu-

nication program can be ideal when low level of adaptability is based on inadequate or inaccurate

information, especially if the management needs the employees’ help in implementing the change,

which is obviously the case in OBM’s scenario. Hence, I would recommend the management of

OBM to use team presentations, before every significant change, with the purpose of educating

mechanics and increasing their perceived need for change. These presentations should include

what the changes are, how these changes are effecting employees and how these changes are going

to be implemented. In addition, these presentations can be used by the management to obtain

insight into underlying feelings and thoughts of employees about the change.

Another implication of this study is that adaptability is shown to be an antecedent predicting

willingness to change. Besides using the standard procedure to recruit new mechanics, OBM may

consider recruiting adaptive employees. Encouraging adaptive behavior in the workforce starts

at the point of recruitment. Those employees who are more comfortable and familiar with the

task of adapting can be selected for positions requiring such behavior, as the case for the position

of mechanic. Firms may be able to increase the number of new employees hired with a high

level of adaptability using certain selection techniques. Managers should emphasize the adaptive

requirements of the job in the employment announcements and in vacancies to cause less adaptable

applicants to self-select out of the application process. Work simulations that allow observation

of applicant flexibility and adaptability could also be used to screen potential employees and also
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encourage those who are not comfortable in such roles to select out of the process (Schneider and

Bowen 1995).

Finally, the additional analyses stressed the importance of the trust employees have in their super-

visor on team-level. Supervisors are advised to be aware of the influence trust has on productivity.

Developing and maintaining of trust among managers and employees might should be a priority

during change initiatives. These findings strengthen the assumption that it is important for su-

pervisors to discover how to manage trust effectively in order to successfully manage current and

future changes within organizations. OBM may consider formulating practices that promote open

and honest communication, and they should create opportunities for employees to participate in

decision-making processes that might affect their work. Supervisors should focus on responding

to employees’ requests for communication and listening to them actively and effectively. OBM is

suggested to embrace a climate in which trust is a main pillar through involvement of employees

in problem-solving processes and by letting them participate in important decisions. Ertrk (2008)

shows that if employees are given the opportunity to participate in the implementation of change,

and when they rely on the management, they will take on a more positive attitude towards change.

Therefore, OBM is recommended to focus on increasing the employees’ trust in their supervisors

throughout the organization. A way to achieve a high level of trust between managers and employ-

ees is for managers not to ignore employees and reply to their question regarding their work and

career changes. When a change initiative is launched within OBM, mechanics might have serious

concerns regarding their future. Therefore, their supervisors should give adequate information to

their mechanics regarding their future careers and training opportunities. This could incorporated

in the presentations mentioned in the paragraph above. In this way, this presentation would have

multiple purposes: first of all, these presentations can be used by the management to obtain insight

into underlying feelings and thoughts of employees about the change and in turn to try to increase

their perceived need for change. Second, these presentations can serve as a tool to increase the

trust between supervisor and team members by letting them actively participate in the change

and by giving them realistic information regarding work-related changes, training opportunities

and future careers.

Managers that are hired from outside the company have to apply via a job application procedure.

However, as already mentioned, team managers within OBM are often appointed by choosing

a mechanic that performed well and fits the job according the management. The management

Organizational change within a maintenance department: Antecedents and outcome
characteristics of willingness to change

53



CHAPTER 6. DISCUSSION AND CONCLUSIONS

chooses to abstain from a job application procedure, which might result in appointing team man-

agers that are not suitable for this job. However, this study stresses the importance of the trust

in a manager but also shows significant correlations between transformational leadership, adapt-

ability and willingness to change. Therefore, I would recommend OBM to also implement a job

application procedure regarding the promotion of a mechanic to manager. This job application

procedure should decrease the chance of appointing managers that are less suitable for the job.

Phelan and Lin (2001) extend this view by stating that promoting the best performers may help

organizational performance, however there is a trade off; The newly promoted may actually suffer

from poorer performance in their new positions due to outdated memories and knowledge building

processes of the new job. OBM could adopt the same job application procedure for promoting

mechanics as the procedure they currently use to hire managers externally.

In conclusion an overview of the above implications will be given by using the CIMO logic. The

CIMO logic can be defined as follows: in this class of problematic Contexts, use this Intervention(s)

type to invoke these generative Mechanism(s), to deliver these Outcome(s).

Design Principle 1 - Regular team meetings

For maintenance company such as OBM, in which employees’ efficacy is positively related to an

employees’ adaptability (C), regular team meetings can be used (I) in which task- and situational

difficulties will be discussed and performance will be reflected on (M) to increase an employees’

self-efficacy.

Design Principle 2 - Team presentations

For maintenance company such as OBM, in which employees’ perceived need for change is posit-

ively related to an employees’ adaptability (C), team presentations before every significant change

(I) can be used to educate employees and to obtain insight into underlying feelings and thoughts

of employees concerning the change (M) which in turn can be used to increase the employees’

perceived need for change (O).

Design Principle 3 - Including adaptive requirements in hiring policy

For maintenance company such as OBM, in which employees’ adaptability is positively related

to willingness to change (C), OBM should incorporate and emphasize adaptive requirements in

employment announcements and vacancies (I) in order to increase the number of hired employees

with a high level of adaptability (M) which eventually will lead to a higher level of adaptability

within the working force (o).
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Design Principle 4 - Implementing a job application procedure in regards to promotion

For maintenance company such as OBM, in which managers play an important role within the

organizational change (C), OBM should implement a job application procedure in regards to pro-

moting a mechanic to manager (I) in order to decrease the chance of appointing managers that

are not suitable for the job which (M) eventually wil lead to better performing managers (O).

6.3 Conclusion and discussion

6.3.1 Limitation

Notwithstanding the strengths of this study, there are also several limitations that should be

taken into account when interpreting the results. First of all, due to time restrictions a cross-

sectional design was used instead of a longitudinal design. It is important to be aware of the

predictive limitations of cross-sectional studies. The primary limitation of a cross-sectional design

is that data is measured at a specific point in time which doesn’t allow for determining causal

relationships between significant variables. Willingness to change might change over time and

antecedents predicting willingness to change could have a different influence, depending on which

stage the organizational change is in (Steel, 2006) . Besides that, the setting of this research limits

the generalizability of the findings of this study. NedTrain differs from other companies within

the meaning of being a cost centre, which means that it is a department which does not produce

directly but incurs costs to the business. That is, OBM is not accountable for its profitability

and investment decisions but they are responsible for some of the costs of the Dutch Railways.

Therefore it is possible that the findings of this study are only applicable in the sector in which

NedTrain operates. More research in different organizations within different sectors may increase

the generalizability of the findings.

Furthermore, data was gathered by means of an online survey. This can result in a response bias

(Paulhus, 1991), which is a general term for a wide range of cognitive biases that influence the

responses of participants away from an accurate or truthful response. This especially applies in

studies that involve participants’ self-reports, such as an online survey. First of all, the respondents

might have answered in a way that makes them look more favorable to the researcher and the

company. Secondly, respondents might not have answered the surveys individually. That is, in the
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situation of OBM, there is a chance that respondents filled out the survey together with colleagues

since they are working in close cooperation within the different teams. This might have led to

biased results.

Finally, willingness to change didn’t correlate significantly with productivity, which was not in

line with the proposed hypothesis. However, a reason could be the lack of accuracy within the

measurement of productivity. Productivity data was retrieved from the asset management program

MAXIMO, which depends on the input provided. Hence, if employees don’t accurately keep track

of the maintenance they perform, their productivity measure will be inaccurate as well. Having

more accurate measurements of productivity could have resulted in more significant relationships,

based on which additional implications could have been made.

6.4 Future research

First of all, future research could examine if these findings can be generalized by performing this

study in other companies, preferably in other sectors. In addition, it is interesting for future

research to conduct a longitudinal study in regards to willingness to change, which allows for

indicating causal relationships. Willingness to change as well as its antecedents should be measured

before and after the organizational change after which implications could be drawn on how different

constructs influence each other over a certain period of time. This could give insight in how

willingness to change, changes over time and in turn how the influence of different antecedents

might change depending on the stage of the organizational change. Moreover, a study over a

longer period of time would also yield more accurate findings.

Secondly, the current study investigated the relationship between willingness to change and per-

formance outcomes in terms of productivity. However future research could examine other other

variables, which might be influenced by willingness to change. Examples of outcome variables that

could be used are turnover intention, motivation to learn and organizational learning culture (Egan

et al., 2004) which in turn might influence performance.These variables are in particular interest-

ing because of the fast-changing evolution of technology and innovation requires the employee to

keep learning and developing. As knowledge increasingly becomes a key factor for productivity, it

has also become a currency for competitive success. By examining these relationships, and finding

how they are related, research could draw conclusions and give implications in order to manage
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and improve willingness to change and find a more accurate way to predict performance. Finally,

both transformational leadership and trust in supervisor were measured as the interpretation of

the mechanics, without involving their supervisors. However, by including supervisors/managers

in future research differences between the perception of managers/supervisors and employees in

regards to these variables could be examined. If there are differences, this could result in addi-

tional implications in regards to decreasing this misfit and subsequently increasing the willingness

to change and preferably the outcome characteristics.
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.1 Appendix A: Descriptive statistics

Table 1: Descriptive statistics

Frequency Percentage(%)

Total sample size 115 100
Complete Questionnaires 87 75.65

Gender:
Male 86 98.85
Female 1 1.15

Age (in years):
18-25 4 4.6
26-35 12 13.8
36-45 17 19.5
46-55 24 27.6
56-65 28 32.2
≥ 66 1 1.1

Duration of employment:
≤ 1year 5 5.7
2-5 years 11 12.6
6-10 years 13 14.9
11-20 years 33 37.9
≥ 21year 25 28.7

Team:
1 15 17.2
2 16 18.4
3 22 25.3
4 17 19.5
5 17 19.5
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