
The objective of this study was to find out the impact of employees organizational commitment 
on readiness for change during the change process. The study was carried out among the 
teaching and non-teaching staff of Higher Education Institutions, (HEIs) of Karachi. The 
sample comprised of 168 respondents from various HEIs of Karachi including Private and 
public sector organizations. To assess the employees readiness for change the scale of (Kwahk 
and Lee, 2008) and for organizational commitment “Three component model” of Meyer and 
Allen (1997) and scales of (Hersovitch and Meyer, 2002) were used. Structural Equation 
Modeling (SEM) technique was used to find out the results of the analysis which suggested 
Affective (AC) and Continuance commitment (CC) have a significant influence on the 
readiness for change whereas, normative commitment (NC) do not significantly influence the 
employees readiness for change in institutions of higher education. This study is one of the 
first to empirically establish a relationship between change readiness behaviors among the 
employees of the HEIs of Karachi, Pakistan. One of the important theoretical contributions of 
the study is that the three-component model which has been empirically tested in various 
socio-economic settings in the Western context and in a Pakistani public sector organization 
may also be employed in the Higher education sector of Pakistan, which helps in 
understanding the change related behavior of the employees with respect to policy making and 
adaptability to the new and updated requirements of the academia including curriculum, 
assessment methodology and others.
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Private sector plays an important role in the development of an economy by carrying out 
private sector services in the society. The economic growth in 2012-13 witnessed 3.13 
percentage point (Pakistan Economic Survey; 2012-2013) contribution of Private 
consumption, hence the improvement is because of dominant play from private consumption. 
Among many other sectors in the society, undoubtedly education plays a vital role in the 
human resource development of a nation. Universities are institutes responsible for shaping 
the future strengths of any country, objectives of universities are to build and accommodate 
literate economy (Parakhina, Godina, Boris & Ushvitsky, 2017). There are many public and 
private sector universities in Pakistan. Some of them are owned by Government of Pakistan, 
other are private universities. According to the report of 2014-15 by HEC, it was recorded that 
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employees of Higher education sector. Hence there is a high need to conduct an empirical study 
to validate the OC construct and test its impact on change construct, in the context of HEIs. 
Diverse concepts of OC have been worked previously (Khan, 2014; Mowday, Steers & Porter, 
2013). Most important concept with regard to HRM practices is affective organizational 
commitment, which is referred as positive affection for the organization (Khan, 2014).

In the past, many organizations and sectors have been studied and analyzed by various 
researchers regarding organizational commitment and change process. Due to globalization 
universities now consider as business driven in nature, further; due to rapid macro 
environmental changes especially with respect to changing Higher Education Commission 
needs, e.g. updating curriculum to modern needs, assessment methodologies, technological 
changes like adopting to latest techniques or soft wares, most of the organizations are engaged 
in the change processes with regard to the structures, procedures or operations of the 
institutions. In this respect only the human resources can play a vital role in implementing and 
executing these changes within organizations for which employees’ commitment is very 
important. However, the contemporary management model of most Pakistani universities 
demonstrates a low efficiency level. The purpose of this paper is to identify the problems of 
change acceptance related behaviors among the employees and to seek the opportunities to 
achieve strategic competitiveness of Pakistani universities. Managing change is tough, but part 
of the problem is that there is little agreement on what factors most influence transformation 
initiatives (Sirkin, Keenan, & Jackson, 2005). This study will aim at exploring how well the 
HEIs employees’ readiness for organizational change can be predicted by using a combination 
of affective, normative and continuance commitment (TCM, 1991) for change. The 
contribution of this study is the construction of Structural measurement model (SEM) of 
Commitment to change that could facilitate future researches on Organizational Commitment 
and the research conducted will be helpful for conceptual understanding and theory 
development; within the environment of Pakistan.  
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there were 163 universities present including both public and private. Out of which 91 i.e. 56% 
of total universities were public institutes in contrast 72 i.e. 44% of total were of private sector. 
The total enrolment of post graduate is 1.299M out of which 1.12M (86 percent) were the 
students which were enrolled in public universities whereas only 0.18M (14 percent) students 
are those who enrolled in private universities (HEC Pakistan 2014-15). In Karachi HEC 
recognize 42 institutions of which 12 are public universities and 30 are private universities. In 
2017 public spending on education was recorded at 2.6607 % in total GDP.  Understanding the 
importance of education for the building of society the government plans for allocation of 2.5 
percent of GDP in the budget compared to 2.3 per cent in the budget 2016-17 (Economic 
survey, 2017-18). 
    
Organizational change is considered as organizational learning and Gill (2002) clearly 
understood the problem of change, by identifying the difficulty, risk and resistance to 
implementing change, in particular, lack of commitment to it, thus argued change must be well 
managed. Today’s environment, organizational change process is dependent on employees’ 
ability to support change programs (Armenakis & Bedeian 1999). Findings of Battistelli, 
Montani, Odoardi, Vandenberghe, and Picci (2014) suggested change process are highly 
conducive to affective, normative and continuance commitment to change. Understanding the 
importance of above scenario this study has included the Higher education institutions as their 
target population in order to study their employees’ commitment levels and level of their 
readiness for change to take part in any changes in organizational structure, procedures, 
technological, policies or system.  

The construct commitment is very essential to understand human behavior (Klein, Molloy & 
Cooper, 2009) mostly studied in organizational behavior. The concern for change in HEIs is 
imperative because the Higher education transforms the students to empower in life (Harvey 
&Burrows, 1992). This study is based on Herscovitch (2002) commitment to organizational 
change model, in order to validate the three components model within the context of higher 
education institutions of Karachi, Pakistan.  

Although, there is a spawned interest in the field of workplace commitment by various 
researchers (Fornes, Rocco, & Wollard, 2008; Abreu, Cunha, & Reboucas, 2013), while in 
Pakistan Khan, Awang, and Ghouri (2014) had validated the three commitment model (TCM), 
Baraldi, Kalyal, Berntson, Näswall and Sverke, (2010) emphasize the importance of 
mobilizing C2C behavior during the restructuring phase and Tufail, Zia, Khan and Irfan 
(2005) has made addition to the existing literature on organizational commitment by 
reviewing the related literature from the period of 1960 to 2005  but a little have been studied 
to find its impact on readiness for change (Kwahk & Lee, 2008)  leading to ultimate employees 
commitment level at workplace. Bok (1986) criticizes those universities which devote very 
less time for towards the cautious efforts aimed at improving student learning. As in order to 
gain competitive advantage an organization should be able to cope with change, as living 
continuously in dynamic environment (Thang & Quang, 2005). In today’s global and dynamic 
environment only those organizations will sustain and achieve competitive advantage who are 
considered as learning organizations.

However, to date, no observed effort has been made to test and validate organizational 
commitment to change construct within context of Karachi, Pakistan with special focus to 

employees of Higher education sector. Hence there is a high need to conduct an empirical study 
to validate the OC construct and test its impact on change construct, in the context of HEIs. 
Diverse concepts of OC have been worked previously (Khan, 2014; Mowday, Steers & Porter, 
2013). Most important concept with regard to HRM practices is affective organizational 
commitment, which is referred as positive affection for the organization (Khan, 2014).

In the past, many organizations and sectors have been studied and analyzed by various 
researchers regarding organizational commitment and change process. Due to globalization 
universities now consider as business driven in nature, further; due to rapid macro 
environmental changes especially with respect to changing Higher Education Commission 
needs, e.g. updating curriculum to modern needs, assessment methodologies, technological 
changes like adopting to latest techniques or soft wares, most of the organizations are engaged 
in the change processes with regard to the structures, procedures or operations of the 
institutions. In this respect only the human resources can play a vital role in implementing and 
executing these changes within organizations for which employees’ commitment is very 
important. However, the contemporary management model of most Pakistani universities 
demonstrates a low efficiency level. The purpose of this paper is to identify the problems of 
change acceptance related behaviors among the employees and to seek the opportunities to 
achieve strategic competitiveness of Pakistani universities. Managing change is tough, but part 
of the problem is that there is little agreement on what factors most influence transformation 
initiatives (Sirkin, Keenan, & Jackson, 2005). This study will aim at exploring how well the 
HEIs employees’ readiness for organizational change can be predicted by using a combination 
of affective, normative and continuance commitment (TCM, 1991) for change. The 
contribution of this study is the construction of Structural measurement model (SEM) of 
Commitment to change that could facilitate future researches on Organizational Commitment 
and the research conducted will be helpful for conceptual understanding and theory 
development; within the environment of Pakistan.  
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Literature Review
There are various authors who have extensively worked on organizational change model and 
one such study has been asserted by (Herscovitch and Meyer, 2002). Meyer and his 
colleagues’ (Meyer, Allen, & Smith, 1993; Meyer & Herscovitch, 2002) have designed 
three-component model (TCM) to assess three dimensions, of commitment to change. The 
organization studies have also found that the normative and affective mindsets overlap 
substantially (Bergman, 2006). Soheby (2012) identified that employee’s workplace 
satisfaction is widely based on organizational commitment. Meyer and Allen (1997) had 
defined organizational commitment as the desire of employees to remain employed with their 
organization. As per Breaux (2004) employee commitment is most important for better 
performance at job place.

Impact of commitment on readiness for change has been discussed by Conner (1992) as the 
link that glues between people and the change targets, this bond has served as a base for the 
development of change models theoretically (Herscovitch & Meyer, 2002).  Madsen, Miller 
and John (2005) in their study postulated that for a change process an individual is ready when 
they believe in the required change because of a perceived need only. While studying change, 
the study focuses on Conservation of Resources (COR) theory within the context of saving 
resources as a basic motivational theory necessary for understanding the stress processes. 
(Hobfoll, 2001).  
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Researchers have found a significant connection of organizational commitment with the 
employees’ behavior and their performance (Battistelli, 2014) which is measured through the 
employees’ attachment towards their employing organization. The inclinations towards a 
change paradigm has played pivotal role in achieving performance organizational outcomes in 
a comprehensive manner (Choi, 2011; Klein, Becker & Meyer, 2012; Somers, 2009). The 
researches by Meyers (2002), Cunningham (2006) and Battistelli (2014) all focused on a 
people-oriented approach for the study of organizational change, where the prime focus is to 
study the employees attitude and behavior in terms of finding the impact of   commitment 
towards the change process. Owing to the cultural and industry context differences, the 
validity of the previously established models need to be empirically tested in the context of 
Pakistan, Asia. 

People view organizational change processes as are social constructs, in a manner that 
perceptions about work place relationships by employees influence the work related attitudes 
and display commitment for change (Bouckenooghe, 2010; Ford and D’Amelio, 2008). In this 
regard, the author has based the research work on Conservation of Resources (COR) theory, 
which suggest the influence of employees’ possessions and work related stress on their 
behaviors and attitudes (Hobfoll, 2001). This theory also help explains attitudes of employees’ 
during uncertainty in organizational environment (Ng & Feldman, 2012). While, it was 
criticized by Bok (1986) that universities are not spending sufficient time with respect to 
efforts aimed at improving student learning. This study focuses with respect to the employees’ 
commitment for the change mechanism to be initiated or implemented for the improvement of 
learning processes at universities of Karachi. Education plays a key role towards the national 
development and high literacy rate can lead to sustainable economic development, 
productivity and economic prosperity of a country (Akram, Afzal & Ramay, 2017).

Readiness for change has been discussed as a holistic framework by Eby, Adams, Russell, and 
Gaby (2000). The term “readiness” refers to employees’ feelings, beliefs, and intentions about 
the change as well as the organizational capability and capacity of its successful 
implementation. Therefore, based on this premise, employees develop a rational precursor 
whether to either support or resist change (Bouckenooghe, 2010). Today, organizations face 
the phenomenon of change on frequent basis while responding to the rapidly changing global 
factors (Lo, Ramayah, Run & Voon, 2009) in order to strive in global and local markets. In an 
another study, Gelaidan and Ahmad (2013) find organization culture as moderator between 
leadership style and employees normative commitment, the study results were based on three 
seventy-one employees of public sector in Yemen.  In a correlational study by Madsen, Miller 
and John (2005) it was found organizational commitment was significantly linked to readiness 
for change. Therefore, the role of commitment is pivotal for ensuring the success of change 
measures i.e.C2C (Choi 2011). The importance of this specific topic cannot be ignored and 
need to be investigated further in different scenarios. The commitment level classified as 
continuous, normative and affective are treated together but are distinguishable (Meyer, 2002), 
while normative and affective commitment were highly supportive during the change process 
as compared to continuance commitment, whereas continuance commitment was found 
negatively correlated with change compliance behavior (Herscovitch & Meyer; 2002).  



The author has proposed the impact of three dimensions of commitment (Meyer & Allen, 
1997; Meyer, Allen, & Smith, 1993; Meyer & Herscovitch, 2002) on employees’ behavior 
which leads to level of readiness of change during the transformation phase in an 
organization. As in previous study Baraldi (2010) also highlighted the importance of 
commitment on level of employees’ behavioral support for change during the restructuring 
phase and Kwahk and Lee (2008) also studied commitment impact on readiness for change. 
The employees’ commitment towards change has been described as a vital concept serving as 
a bridge between people and their any change related goal (Conner, 1992). Similarly, Gill 
(2002) postulated that compelling evidence exist for lack of commitment due to less 
awareness for benefits for change.  Thus the concept of C2C has led to the main component 
in the construction of proposed theoretical model ‘Impact of Commitment to level of 
readiness for change’ (Figure 1). 
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Based on the above literature review following hypothesis were formulated and to be 
investigated: 

Hypothesis 1a: There is significant impact of Affective commitment on employees’ readiness 
for organizational change.  

Hypothesis 2a: There is significant impact of normative commitment on employees’ readiness 
for organizational change. 

Hypothesis 3a: There is significant impact of Continuance commitment on employees’ 
readiness for organizational change.

Figure 1: Proposed Theoretical Framework

Theoretical Framework

Continuance_Commitment

Normative_Commitment Readiness for Change

Affective_Commitment

Organizationl_Commitment



The proposed instrument is divided into two parts. First part consists of questions of three 
independent variables i.e. Affective, Normative and Continuance commitment to change and 
of one dependent variable i.e. Readiness for change. While, last section consists of 
demographics profile of the respondents. 

Research Methodology

Instrument

To explore impact of three dimensions of commitment to change on the employees’ readiness 
for change within HEI context, field research was conducted; the research design was causal 
and quantitative. The data collected was n=188, collected through convenience sampling. 
Only one hundred sixty-eight (168) responses were usable after removing multivariate 
outliers. For the detection of multivariate outliers, mahalanobis distance method is used with 
a threshold value of p<0.001 for designation (Tabachnick & Fidell 2007, pg.74).  Data was 
analyzed through the 22nd version of SPSS and 21st version of Analysis of Moment Structure 
(AMOS). This Study is based on Primary Data and the data was analyzed using descriptive 
and structural regression analysis (SEM). 

The employees of all private and public sector higher education institutions in Karachi 
constitute the population of the study. 

Table 3 shows the Mean standard deviation and correlations values among the variables. The 
mean of all variables is above three showing above average values for all variables lying on 
the greater side. The greatest variance was found with the continuance commitment factor 
with the value 0.729.  The data was checked for the assumptions of multivariate analysis and 
no severe deviation was found.

Data Analysis and Findings
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S.No                                   Variable No of    Adapted from
      Items   
1 Affective Commitment to Organizational Change 6 Herscovitch & Meyer,
    2002 
2 Continuance Commitment to Organizational Change 6 Herscovitch & Meyer,
    2002 
3 Normative Commitment to Organizational Chang 6  Herscovitch & Meyer,
    2002 
4 Readiness for Change 7 Kwahk & Lee, 2008

Table 2: Variables and Items 



The correlations value among the variables are less than 0.90, in fact the highest correlation 
value between Change and affective commitment is 0.544 which confirms that no serious 
issue of multi-collinearity problem exists (Hair, 2010; Lin & Lee, 2005; Sharif & Bukhair, 
2014; Qureshi, 2015; Nadeem et al. 2016; Ahmed et al. 2017) between the variables. While the 
over reliability of the twenty-five items loaded was found greater than 0.8 i.e. 0.832. Table 3 
also shows the respective each factors reliability shown in parenthesis in diagonal form. 

The analysis of common method biasness is performed through Harman’s one factor model 
Podsakoff, MacKenzie, Lee and Podsakoff (2003). Applying principal axis factoring 
framework, Promax rotation and fixing the number of factors to 1, the results indicated that 
total number of variance explained is 15.7%. Since the value is less than threshold of 50%, it 
is concluded that the present study has no issue of common method biasness. 

Common Method Biasness 

Hypothesis testing is used to check whether the sample data supports our proposed statements 
or not. In social sciences there are various ways of testing the hypothesis, the author has used 
Structural model analysis to check and test individual hypothesis.

Testing of Hypothesis 

Structural equation modeling is an extensive technique with which the researcher can test a 
number of regression equations at a time. SEM will predict the linkage between variables. 

Table 4 displayed below shows the results of our structural model. 

Structural Regression Modelling (SEM) 

  AvgCH AvgAC AvgNC AvgCC
N Valid 168 168 168 168
 Missing 0 0 0 0
Mean  3.8521 3.7108 3.3354 3.1339
Std. Deviation  .51364 .54945 .65260 .72923

Correlations
  AvgCH AvgAC AvgNC AvgCC
AvgCH Pearson Correlation (0.722)**
     
AvgAC Pearson Correlation .549* (0.731)**
     
AvgNC Pearson Correlation .178* .259* (0.772)**
     
AvgCC Pearson Correlation -.080 .130* .427* (0.802)**

Table 3: Mean, Standard Deviation and correlations of the Variables

*Correlation is significant at the 0.05 level (2-tailed)
**Values in parenthesis shows the reliability of respective factors
***Overall reliability of 25 items loaded were 0.832
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The structural model also holds a good fit assessed by CMIN/DF = 1.6<2 (Tabachnik & Fidell, 
2007); CFI = 0.915; > 0.90 (Hu & Bentler 1992); RMSEA (PCLOSE) = 0.060(0.147); < 0.07 
in-sig (Steiger, 2007) and SRMR = .0736; <0.08 (Hu & Bentler 1992). The reported fit indices 
equaled or exceeded their recommended threshold and exhibited good model fitness (Hu 
& Bentler 1999; Steiger 2007).  SEM model can be seen in appendices as Figure 2.

Conclusion 
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The goal of this study is to discover the association between three dimensions of Commitment 
i.e. normative. Affective and continuance commitment and readiness for change among the 
teaching and non-teaching staff of both private and public sector universities of Karachi. 
The study attempted to find the impact of three dimensions of commitment, i.e. affective, 
normative and continuance commitment suggested by Herscovitch and Meyer, 2002; on the 
employee’s level of readiness or willingness for change in organization with respect to any 
change in organizational structure, processes, procedures, objectives and technological 
changes at work.  It is essential to lead future researchers and academicians with inside and out 
knowledge on this point because that employee’s commitment and readiness for change has a 
vital focus in the continuously upgrading education industry.

The results of the measurement and structural models demonstrate a very good model fit in 
relation with the sample drawn. It is important to note that testing the statistical significance 
of individual hypothesis in structural equation modeling is less important than testing the 
overall model fit (Byrne, 2013). The findings also show there is significant impact of 
Affective and continuance commitment on employees’ readiness for organizational change 
with p value 0.000 and 0.028 respectively. Herscovitch, 2002; McGee and Ford, 1987; in their 
researches highlighted the significance of affective commitment and continuance commitment 
for employees, also McGee & Ford identified further two distinct dimensions for CC in their 
findings.  Shum, Bove and Auh (2008) carried out their study in a service related sector and 
highlighted the importance of securing employees’ affective commitment towards successful 
implementation of proposed change in the organization. 

 Hypothesis  Hypothesized Path Path S.E  C.R  P- Remarks 
     Coefficient Value 
 H1  CH <--- AC  1.344 0.291 4.611 *** Supported 
       Not
 H2  CH <--- NC  0.145 0.142 1.022 0.307  Supported 
 H3  CH <---  CC  -0.335 0.152 -2.201 0.028 Supported

The statistical significance of all determinants was projected to establish the validity of the 
hypothesized regression paths. Table 5 displayed the results of SEM regression paths, critical 
ratios, standard errors, probability values and remarks of the hypothesis. Normative 
commitment (NC) however has failed to found any impact on change readiness (CH). 
Concluding the facts of these outcomes, it is established that hypotheses testing suggested 
influence of Affective and Continuance commitment on employees’ intention to follow 
change are supported in this present study. The above analysis shows that level of employees’ 
readiness for change (CH) was significantly predicted by the two dimensions of commitment 
i.e. affective (AC) and continuance commitment (CC). Whereas; there was no significant 
impact of normative commitment (NC) on level of employees’ readiness for change (CH).  

Table 4: SEM Model Fit Indices
 Indices  Recommended Level  Final SEM Model 
 CMIN/df <2 (Tabachnik and Fidell, 2007) 1.6
 CFI  <0.90(Hu and Bentler 1999) 0.915
 RMSEA (PCLOSE) >0.07 in-sig (Steiger 2007) 0.060 (0.147) 
 SRMR >0.08 Hu and Bentler 1999) 0.0736

Table 5: SEM Hypothesis Testing 

Structural regression analysis (SEM) was run to check the following Hypothesis paths; Table 
no.5 shows the results of Hypothesis testing. 



Discussion and Recommendations
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The results of the measurement and structural models demonstrate a very good model fit in 
relation with the sample drawn. It is important to note that testing the statistical significance 
of individual hypothesis in structural equation modeling is less important than testing the 
overall model fit (Byrne, 2013). The findings also show there is significant impact of 
Affective and continuance commitment on employees’ readiness for organizational change 
with p value 0.000 and 0.028 respectively. Herscovitch, 2002; McGee and Ford, 1987; in their 
researches highlighted the significance of affective commitment and continuance commitment 
for employees, also McGee & Ford identified further two distinct dimensions for CC in their 
findings.  Shum, Bove and Auh (2008) carried out their study in a service related sector and 
highlighted the importance of securing employees’ affective commitment towards successful 
implementation of proposed change in the organization. 

The findings of the study statistically examined using Structural regression analysis (SEM) 
and conclude that there is a positive significant effect of all affective commitment towards 
change but negative significant effect of continuance commitment towards readiness for 
change. While normative commitment was found insignificant towards employee’s level of 
readiness for change. 

Hence H2a and H2c receives strong support and consistent with previous studies (McGee & 
Ford, 1987; Herscovitch, 2002; Mowday, Porter & Steers', 2013).  Our findings were in 
contrast with findings of Herscovitch and Meyer, (2002) who found AC and NC were more 
linked to higher levels of support than the CC, whereas in our study continuance commitment 
was found having significant role towards the readiness for change. Bergman (2006) 
suggested to expand research on AC-NC relationships, as the author tested the three 
dimensions of organizational commitment and failed to differentiate between AC and NC 
construct, and proposed for further research in order to get greater construct clarity.  

This results leads to convey a message that in order to develop a healthy environment which 
is conducive to implement the proposed changes in institutions of Higher education sector, of 
Karachi; it is required that the staff of HEIs shall be elaborated and discussed in before 
regarding the system, processes of change. They should be explained about the importance of 
imposing any particular change and shall not be imposed, as normative commitment towards 
change was found insignificant in our study. This implication suggests employees resist to 
work towards required change when there is an obligation felt towards working for the 
required change. 

Current employees must be appreciated and made aware about the benefits of the required 
change among individuals. This leads towards important implications for higher management 
of HEIs before starting a new program, curriculum, implementing new policies, new 
eligibility requirements or implementing any other new change. The findings indicate that 
management need to take change recipients into confidence regarding the appropriateness of 
the desired change well before the implementation of the change program. Moreover, the 
results also reveal that those employees who are committed to the organization at their will 
(affective C2C) show a greater propensity to comply with the change. So strategizing how to 
effectively communicate the message that the desired change is appropriate for the long-term 
benefits of the organization, the change recipients would accept the change. In the end, 
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 Province Total % of PhD

 Sindh 7924 19.79%

 Total 34444 26.86%

APPENDICES

Table 1

Full Time Faculty in Sindh Region (2012-13), (Provisional) 

Figure 2

Structural Relationship Model with standardized loadings

Source: HEC website(2013)


