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Abstract

Organizations are expected to enhance their capacity to ensure employees are provided with the necessary
support for the acceptance for change initiatives. Review of relevant literature reveals that high extents
of organizational activities towards acceptance of change are unsuccessful as studies have generally
agreed that employee resistance is one of the leading causes for the failure of change initiatives (Bovey
and Hede, 2001; Beer and Nohria, 2000). In studies that have inspected the conditions in which workers
support authoritative change, specialists have concentrated on different attitudinal factors that represents
employees’ states of mind toward hierarchical change. These factors include preparation for change,
responsibility to change, openness to change, and pessimism about authoritative change. These factors
have distinct meaning and implications for the organization and thus serve as representative assessment
of employees’ evaluation and worries about specific change activities. This study examines the attitudes
of employees towards organizational change through review of relevant literature and discusses how
attitudinal factors relate to organizational change, the inherent antecedents of each factor and its influence
on employee commitment. Based on the discussion, possible recommendations will be made for industry
practitioners and policy makers.
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1. Introduction

Organizations are continually faced with challenges in other to compete effectively with the global
environments; so changes in the structure, processes and individuals within the workplace are planned,
strategized and implemented to successfully meet up with the global demands (Fuchs and Prouska 2014).
Recent literatures (Battistellia, Montania, Odoardib, Vandenberghec and Picci, 2014; Sofat, Kiran and
Kaushik, 2015) have indicated that some of these change programs succeed while others do not because
some employees’ resist organizational change due to fear of losing their jobs, distress and anger when it
is not properly managed. The success of any organization therefore, lies in fostering an effective method
in which employees’ can be prepared to accept change as they are the central implementers of the change
programs and which in turn bring about commitment of employees’ to the organization.

Committed employees’ will bring about organizational effectiveness and performance (Wasiu, 2013) and
serve as a vital force in sustaining competitive edge over other organizations (Akintayo, 2010) thus,
producing a healthy organizational climate, increased morale, motivation and productivity (Salami 2008).
Sofat et al., (2015) outline employees commitment such as on the effect of organizational processes on
commitment such as performance various researchers (Salami, 2008; Akintayo, 2010; Wasiu, 2013) have
found that most (Nigerian) workers exhibit low levels of commitment to their organizations and these
researchers believe that when management is aware of how employee attitudes towards organization and
place priority on effective mechanisms to prepare employees for organizational change, employees will
have high level of commitment to the organization. This paper thus examined how employee attitude
towards organizational change will affect employee commitment. We reviewed literature on employee
attitude towards organizational change, employees’ commitment and the relationship between employees’
commitment and employee attitude towards organizational change.

2. Literature Review

Change is inescapable for any lively and successful organization. The terminology ‘change’ is often
referred to as a system of secluded periodic changes that occur in one or more organizational domains
like individuals, structure, and technology (Romanelli & Tushman, 1994). Organizational change is
defined as the adoption of a new idea or behavior by an organization (Daft, 2005). It can also be defined
as the procedure of constantly reintroducing the organizations direction, structure and capabilities to serve
the ever - changing needs of internal and external customers (Mora & Brightman, 2001). These types of
changes occurring in the organization have a tendency to be formal, planned, and goal directed in nature.
The change in organizations is activated by inner and outside factors of all shapes, forms and sizes
(Balogun & Hope-Hailey, 2004; Carnall, 2003).

The external pressures that initiate change include market place, production and process, labor
markets, government laws and regulations, technology, social events, political and also the
internationalization of business (Pfeffer, 1994). Various factors, from within the organization can also
generate change, and this may include administrative processes, employment policies, people problems
and business policies (Lunenburg, 2010). Nevertheless, according to Lane & Klenke (2004) it is equally
important for managers to have the ability and acquire essential skills required to oversee the fluctuating
degree of instability and balance effect the necessary changes within the organization.

3. Why the Need for Organizational Change?

Globalization in recent years has been a major reason for the introduction of changes in the organization
(Battistellia et al., 2014). This is as a result of new innovation, restructuring, re-engineering and
improvement in the total quality management as they compete for survival and to have a competitive
edge over other firms. In view of today’s pronounced evidence(s) that organizations are faced on a
regular basis with the need for change; a noteworthy challenge for organizations is to develop both a
culture or climate and leadership strategies that allow them to handle difficulties such as, the introduction
of new technology, global competition, downsizing, re-engineering and flattening structures (Waddell,
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Cummings, & Worley, 2011).

Forces from both the internal and external business environment result in organizations adapting to new
ways of handling business operations. In the view of severe global competition, it is essential for
organizations to have the quick-wittedness to accept new changes and adapts to survive (Gondo,
Patterson, & Palacios, 2013). Discovering the behavioral origins of employee reactions to change is an
important part of understanding the recipe for tractability, endurance, and organizational success.

Elias (2009) distinguished between the organization’s external and internal environments in which the
forces of change can take place. The internal environment involves aspects such as people, structure,
process, strategy, internal business policies and life cycle stages and external environment involves
technological, political/legislative, economic and socio-cultural environments. All these factors serve as
catalyst for organizational change (Lunenburg, 2010).

Change within the organization is necessary to meet up with the demands of adoption of technology as
this enhances production and avoids wastage of time. Technology represents changes that allow
organizations to learn more, more quickly, than ever before (Agboola, 2014). Apart from adoption of
technology, another major reason why organizations need to introduce changes is to meet up with
consumer needs. In view of the current trend globally, organisations must strive to meet consumers’ need
by making new interest for new sorts of products thereby creating new avenues for organisations to
address these needs.

These factors make changes within the organization necessary. How management communicates these
factors to the employees will determine how they respond which either could be by exhibiting strong
positive attitude (excitement, readiness) to strong negative attitude (anger, resistance) to work. Pederit
(2000) posits that change in an organization can be positively or negatively received by employees, which
may lead employees to lending support to the stability of change or opposing change in the organization.

According to Hettiararchchi and Jayarathna (2014) employee attitudes are a reflection of their broad
values and beliefs which lead to the improvement of individual assessments and preferences, and
contributing emphatically to how they make decisions in their daily work routine and this can have a
ripple effects on the overall productivity of the organization. Also, Visagie (2010) defined employee
attitudes toward organizational change as certain uniformities of an individual's sentiments, views and
inclinations to act towards some aspects of his or her environment. It then becomes very important for
management to put under consideration employees’ attitude and response to change if it must achieve its
organizational goals and objectives.

4. Organization Communication of Change

One major approach to a successful implementation of change is through the establishment of good
communication process and information strategies within the organization; as communication is well
recognized as influential to organizational growth and survival (Bordia, Hobman, Jones, Gallois, &
Callan, 2004). Institutions today are encumbered with the requirement for change. A noteworthy
challenge for institutions is to create both a society and an environment equipped with the administration
techniques that permit them to adapt to organizational difficulties. An administrative technique such as
cutting back on costs, smoothing structures, local/global competition, and the introduction of new
innovation was identified (Waddell et al., 2011). Establishment of good organizational communication
process has been identified as a major way to ensure effective execution of change process. This has
served as a main thrust in the measurement of how organizations communicate the change process they
desire within the organization (Downs, DeWine, and Greenbaum, 1994).
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Garvin (2000); Pardo and Martinez (2003) and Waddell et al., (2011) have revealed that employees stand
up to change when they are not certain about its outcomes. This could be as a result of the absence of
structured communication process within the organization and lack of proper information, leading to the
development of tension and anxiety connected with the change process. Structured communication
process with the organization about the progressions and outcomes of change process could decrease the
nervousness associated with change (Argyris and Schon, 1996). This emphasizes the importance of
structured organizational communication process and the need for the development of information
strategies as part of overseeing the change process. The involvement of employees in communicating and
implementing the change process within the organization was identified an effective strategy in ensuring
proper communication strategy of the change process (Waddell et al., 2011). This could ensure that
employees’ anxiety, tensions and concerns regarding the outcome of implementing organizational change
are represented and in this way expand the inspiration to actualize the change process

5. Resistance Behavior to Change

According to Palmer (2004) employees should be seen as major players of any form of organizational
change. However, resistance by employees is one of the biggest problems to deal with; therefore, scholars
determined several different variables as the main forerunners of the change response. Lewin (1945)
clarifies in a coherent manner associated with the laws of physics that a change does not occur if the
factors of a force that produces change are met with similar oncoming factors of a force that generates
resistance to change. Psychologist Conner (1998) justify that human resistance to change is a completely
regular procedure; as it is human instinct to practice hostility to a procedure loaded with ambiguities and
fears that make inconvenience and questions.

Employees’ resistance to change has been widely studied by researchers over the years. Employees’
objections to organizational change can be (are assumed to be) more or less based on their emotions; and
is an important aspect because by referring to objections as emotional, it becomes easier for managers to
legitimized and ignore them (Bringselius, 2014). Employees’ resistance to change has led to different
conceptualization change based on the notion that employees would naturally prevent the implementation
of organizational change (Piderit, 2000). Contrary to previous conceptualization of resistance to change
as restraining forces in human behavior preventing the implementation of change process, recently
resistance to change has received a more positive point of view, been viewed as a natural characteristic of
human behavior that can be useful for an organization as it relates to change implementation (Piderit,
2000; Giangreco, 2002). This implies that employees’ resistance might provide more insights such as
feedback and outcomes on the implementation of an organizations change process. Also it has been
identified that resistance does not consequently happen when a change is occurring, but it presents
outcomes of other issues' (Giangreco, 2002; Rousseau, 2003). Resistance to change is no more seen as
simply behavioral as identified by Rousseau (2003), but it reveals the significance of cognitive and the
emotional aspects of employees’ reactions implementing the change process. As an after effect of change,
employees’ assesses the outcome of the change process be it advantageous for them or not. Such
cognitive and emotional feelings are imperative determinants of organizations related results, which could
be reflected as work fulfillment, employee turnover and retention with the organization as identified
(Oreg , 2006).

According to Piderit (2000) resistance to change has been conceptualized into three dimensions such as
affective, behavioral and cognitive components which involves an integrative process of providing a
comprehensive human reactions organization change as employees thought, emotional feelings and
behavior towards change are inconsistent and are not as much in accordance with each other.

Affective dimension deals with the positive or negative sentiments of employees’ when faced with
change. These include temperaments such as anger, emotional feelings like displeasure, tension and
anxiety. The more negative these emotions are, the higher the emotional resistance to change. Behavioral
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dimension includes all actions or activities taken in response to change. This could be either positive or
negative such as grumbling to the implementation process of change or persuading other that the outcome
of the change might be favorable or unfavorable which are all forms of behavioral resistance to change
(Oreg, 2006). Cognitive dimension has been conceptualized as the psychological component of resistance
to change comprising of employees’ thought patterns as it relates to organizational change; thus employee
in discerning the positive or negative benefits of organizational change uses this dimension.

6. Employee Commitment during change

Due to the growing interest in understanding how employees’ reacts to change reflects the belief among
researchers and practitioners that individuals’ psychological experience can dramatically affect successful
implementation of change initiatives (Herold, Fedor and Caldwell 2007). According to Battistelli et al.,
(2014) “the concerns about change are highly conducive to affective, normative and continuance
commitment to change; as it has significantly interacted with innovative behavior in predicting affective
commitment to change, such that employees’ engagement in innovative courses of actions could buffer
the negative effects of concerns.” These outcomes suggest that endorsing and reassuring innovation in the
workplace represents a valuable means for coping with intense change- related demands, thereby
enhancing individual and organizational involvement in the change initiatives (Battistelli et al., 2014).

Employees can experience diverse stages and formulae of anxieties throughout the change process;
various levels and forms of concerns can differ, contingent on both personal and situational effects; and
concerns can affect the efficiency of change efforts by aggravating negative results on a number of
change-related activities and outcomes (i. e. commitment to change), at both the individual and the
organizational levels. When change is underway, employees with a high level of psychological resilience
are likely to experience more positive emotions than will employees with a low level of psychological
resilience. These emotions then help them view the change processes and outcomes more optimistically
and, thus, respond to organizational change more favorably (Shin, Taylor, & Seo, 2012).

Any change in an organization can lead to an unforeseen decline in performance especially when it is
perceived by employees that such changes will affect work styles (Ye, Marinova, & Singh, 2007);
furthermore, even when performance will improve in the future, it may sometimes decline.

7. Discussions

As a consequence of continuous globalization, political developments and evolving markets, the degree
of organizational change has remarkably broadened in the most recent decades. Organizations value
employees who are willing and ready to react emphatically to change, since trust depends on satisfying
common desires and are essential determinants of an effective organizational change.

Managers should recognize that employees must perceive reasons or pressures for bringing changes in
different change levers in right perspective. They should take appropriate change activities so that there is
less resistance of change. If managers manage changes effectively there will be high organizational
commitment (affective, normative and continuance) of employees.

The relevance of the results and conclusions are interpreted focusing the impact of organizational change
on relevant organizational commitment. It is important to note that change initiatives in the organization
may have a positive important impact on the organizational commitment of the employees. This paper
will therefore help policy makers of organization to take effective change initiatives for bringing changes
in each change lever for better results in organizational commitment.
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