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ABSTRACT

The organization change is defined as the adoption of new ideas or behavior by an organization. The main
objective of organizational change is to maximize the benefits of the people involved in the process and to
minimize the risk involved in the failure of implementing and managing change. Organization commitment of the
employees is an intangible asset for an organization so as to derive strategic advantage over competitors. It is a
psychological link between the employee and his organization. If the employees lack commitment it will lead to
increase in absenteeism and affecting labor turnover. The commitment employees will hence ease stress during
organizational change process and will understand and cope with change so as to make it successful. The paper
helps to understand the organizational change initiatives undertaken in the organizations. It further helps to
examine the relationship between change management and organization commitment in organizations.
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INTRODUCTION
Organizational Change

“Every organization must change not only to survive but also to retain its relevance in a world of intense competition,
constant scientific progress and rapid communication. But in order for change to bring a benefit and advance an
organization at a higher level of service operation that change must be driven by knowledge”[9].

The organization change is defined as the adoption of new ideas or behavior by an organization [12]. The organization
hence to survive has to change in the era of competition. The main objective of organizational change is to maximize the
benefits of the people involved in the process and to minimize the risk involved in the failure of implementing and
managing change. The change should be well planned and implemented so as to ensure organizations continual survival.
This will help organization to raise tangible benefits like improved competition, better financial gains, more customer
satisfaction, and higher organization commitment and employee satisfaction. The organizational change is considered with
the change in organization’s strategy, technology, culture and structure aimed in changing the employee’s attitude, value
and behavior [13].

The change management in the organization can either be ‘reactive’ in which it is responding to the change in macro
environment (external source of change) or ‘proactive’ i.e. initiating change to achieve desired goals(internal source of
change). There are different methodologies and approaches adopted by managers in the organization to bring about
change. The forces of change can either be from within or from outside the firm. The managers are hence responsible to
monitor the events that require planned organizational response. The techniques for initiating change include designing
the organization for creating, encouraging change events and establishing new endeavor teams. The last stage is finally
implementing the change in the organization and managing resistance.

Resistance to change in organization is there when a proposed change in job design, structure or technology may lead to
a real or perceived loss of power, prestige, pay or company benefits. The fear of personal loss is perhaps the biggest
obstacle to organizational change [38]. Resistance is also when employees do not understand the intended purpose of
change, when previous working relationship with champion or change agent have been negative and is also due to
uncertainty among employees when they do not know how change will affect them and they about situations whether they
will be able to meet the demands of new product or technology [1]. Another reason for resistance to change is that
people who will be affected by innovation may assess the situation differently from an idea champion or new- venture
group. These reasons for resistance to change are legitimate in the eyes of employees affected by change. Managers as
a result should not ignore resistance to change but should diagnose the reasons and design strategies to gain acceptance
by users Deschamps [34].

Organization Commitment

Organization commitment of the employees is an intangible asset for an organization so as to derive strategic advantage
over competitors. it is a psychological link between the employee and his organization [22]. The commitment of
employees helps to influence the sustainable growth & development of an organization, where the employees’ attitude &
behavior have a strong bearing on customer loyalty. The organization commitment can be also defined as “a result of
individual organizational transactions and alternatives in side bets or investment over time” [21]. The commitment of
employees is influenced by various factors like organizational characteristics, culture, organizational communication
training, and various leadership styles, job stress and satisfaction etc. since the organization commitment is the “relative
strength of an individuals’ identification with and involvement in a particular organization” and if this association is positive
it acts as a powerful mediator for both the employees and employer. This will help to hence generate high levels of
personal and professional satisfaction and an increase in the overall efficiency of the organization [31].

To increase the commitment of employees in today’s era of competition and technology the managers need to focus on
the employees affected. This as a result has helped organizations to gain productive employee and the employee works
in a construction that responds to his needs. The employees in the organizations should be motivated towards higher
commitment, as their contribution towards the attainment of organizational goals will increase further [43]. Further the
commitment in an organization is affected by four broad categories i.e. personal characteristics, role related
characteristics, structural characteristics and work experiences [28]. The other characteristics are the role related
characteristics such as job scope or challenge, role conflict and role ambiguity. These characteristics need to be in
balance with each other so as to feel satisfied with what they are doing otherwise they feel dissatisfied [2]. The work
experience characteristics also affect the commitment of an organization. The variables included in it are personal
importance of an organization, positive attitude towards organization, social involvement, group norms etc [28] . These
variables should be managed properly especially when change occurs and can be significantly impacted if change
interfaces with positive experience.

The employees with higher commitment have positive outcome like increase in job satisfaction level, motivation and
regularity in work [4], [13]. If the employees lack commitment it will lead to increase in absenteeism and affecting labor
turnover. The commitment employees will hence ease stress during organizational change process and will understand
and cope with change so as to make it successful [15], [35]. The committed employees further help in the improvement of
quality and client centeredness, improvement of organizational communication and a larger willingness to accept change
[49].
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Objectives of study

1.To examine the organizational change initiatives undertaken in the organizations.
2. To examine the relationship between change management and organization commitment in organizations.

On the basis of review of literature we have proposed the following model to understand the relationship between
organization change and organization commitment
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Figure I Conceptual Framework of impact of Organizational change on Organizafional
commitment

“Organizational change can be defined as any action or set of actions that result in a shift in direction or process that affect
the way an organization works” [10]. The organizational change is the most important feature of an organizational lift at
both operational and strategic level [7]. The change in an organization is present there in the past and is also necessary in
future for forecasting. Any type of change occurring in the organizations has its impact on individuals, organizational,
national and transnational levels [18]. These factors are also leads to resistance to change among the employees of the
organization [27]. The change in organization occurs at three levels: at micro level where it concerns with changes that
people face in their personal lives, at organization level it is associated with change in organization that impacts lives of
people and last is at the macro level where change universally affects people and organizations.

Forces of Change: its impact on Resistance and Organization Commitment:

The organizations are affected by various internal and external factors of change. These forces directly or indirectly
influence change in different forms. The external forces are the various external factors in the environment which directly
or indirectly trigger change. It includes various factors like political, globalization & liberalization, government policies,
competition and changing customer preferences and markets. The internal factors are the ones operating within the
organization that influence the change in the organization. The internal forces for change include system dynamics,
managerial & administrative processes, technological changes etc [17]. These forces usually move the organizations into
a state of quasi stationary equilibrium [38]. Any factors in the environment that interferes with the organizations ability to
attract the human financial and resources it needs or to produce and market its service/products becomes a force of
change [18].

The organizations in order to deal with the impact of change forces has to plan , experience or undergo change. This
helps the mangers to decide upon ‘how to bring about necessary changes’ in the organizations. As a result the managers
need to be aware of different types of changes. The changes which refer to the overall nature of change process are the
continuous or incremental change and discontinuous or radical change. The changes which refer to the way in which
change process is brought about in the organization include participative and directive change [32] . According to
Tushman & Romanelli [46] these changes faced by the organizations lead to resistance to change as a result of sustained
low performance, regardless of overall strategic orientation, change in technology, legal environment and competition.
Another reason for resistance faced by employees in the organizations is due to their less involvement in planning and
implementation process [50]. The stress, fear, anger and anxiety faced by employees in the overall change also leads to
resistance[22]. This affects the psychological attachment of the employees with the organization. The resistance to
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change faced by the employees like in the case of radical change also affects the organizational commitment of
employees[31]. the overall commitment at times is reduced caused by factors like job insecurity, increased stress,
decreased trust and job redesign. [11], [14], [24].

Change Levers: its impact on resistance to change & organization commitment

The organization change in the organizations should also answer ‘What is to be changed?’. It constitutes various
organizational factors or characteristics, events, activities or behaviors that help in the implementation of change [48].
These are also vitals for a change process and known as change levers [32], [33]. The change levers have three important
contextual aspects for change i.e. Structure, Strategy and People Management. These aspects are important as they set
context for change and help to make change process smooth. The rest four are the content areas i.e. technology,
marketing, quality and cost. The last lever is ‘Leadership’ which is most important for the success of organizations. Any
change in the content areas is accomplished by change in the contextual areas so as to make change permanent driven
by value based leadership. Leadership is the most important lever in the success of change initiatives throughout change
implementation process [20], [37], [44], [45] . Any change in organizational structure and processes and changes in HR
practices are important change drivers leading to change and resistance to change [5], [30], [42]. The system change
lever is useful to measure and assess change initiatives and take corrective actions towards change process and
implementation [8].

The grouping of various HR practices like alignment of recruitment, selection, socialization of new employees and the
behavioral system and processes help to sustain the momentum of organization change process and change
implementation[6], [9] . The other change levers are also linked to sustain momentum of change implementation [30]. The
change in organizational structure and processes is also helpful to reduce resistance to change by making the change real
for the employees [34]. It is further useful for the successful implementation of change [23]. The other levers like
leadership, change related communication and aligned structures are also linked to a number of organizational change
processes and successful implementation of change in the organization [19], [25] . The right leadership approach is also
important when managing changes in the change initiatives so as to overcome resistance to change as its outcome [3]
and to bring successful change [40].

Managing Change and its impact on Organization Commitment

For the mangers in the organization another important issue regarding change is implementing change and managing
resistance to change. The organizations at times underestimate the skills and capacity required to implement change,
resulting in the change initiatives to be unsuccessful. The change initiative programmes are key tools to organizational
long-term success [41]. The employees as a result should be encouraged to take part in the change program. According
to Nilakant & Ramnarayan [32] the discontinuous and continuous change requires different process of change to develop
and evolve over time. The change process is defined as the process that deals with how the change is planned, launched,
fully implemented and sustained after implementation [6]. The models of various authors like by Kurt Lewin [26] on
unfreezing, moving and freezing can be used as change process and to implement change. Another approach by Nader,
David & Tushman [29] is on energizing, envisioning and enabling that can be used introduce and implement change. The
model used to introduce and implement change depends upon the nature of change present in the organization. The
major outcome faced by the organizations when introducing and implementing change or change process is ‘resistance to
change’. The resistance to change ultimately affects every aspect of the organization like commitment of the employees
depending upon how they perceive the change [16]. The commitment of employees at times also decreases due to
organizational change initiatives if not managed properly [47]. The commitment of employees is also affected due to
internal and external factors resulting in at times improvement in quality, organization communication and willingness to
change. The main reason behind it is the active participation and involvement of employees in the change process [31],
[36].

Conclusion

The change in an organization is present there in the past and is also necessary in future for forecasting. Any type of
change occurring in the organizations has its impact on individuals, organizational, national and transnational levels. The
change in organization occurs at three levels: at micro level where it concerns with changes that people face in their
personal lives, at organization level it is associated with change in organization that impacts lives of people and last is at
the macro level where change universally affects people and organizations. The organization change has important
aspects i.e. ‘content of change’, ‘process of change’ and its impact on the employees of the organization.

The major outcome faced by the organizations when managing organizational change initiatives is ‘resistance to change’.
The resistance to change ultimately affects every aspect of the organization like commitment of the employees depending
upon how they perceive the change. The commitment of employees at times also decreases due to organizational change
initiatives if not managed properly. The managers as a result should manage change properly and encourage on
participation of employees during the change initiatives. This will ultimately lead to reduction in the level of employee
resistance and have positive impact on the organization commitment.

Reference for future work:

The conceptual model is designed on the basis of a detailed study of the literature and previous studies. The future study
should focus on the empirical research done in various industries to understand in more detail the impact of organizational
change initiatives on the commitment of employees or on the other variables like job satisfaction, customer satisfaction,
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employee satisfaction etc. the first step in the process should be to carry out a detail analysis of the change initiatives in
the selected industry on the basis of previous research. The second step should focus on understanding the impact on
organizational change initiatives on the organizational commitment with the help of research tools. The suggestions and
recommendations should also be stated based on the results of the study. The research could also be further divided on
the basis of managerial hierarchy present in the organizations and understanding in detail steps taken by management to

manage the change initiatives and overcoming resistance to change.
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