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Abstract

This study investigates the attitudes of employees toward organizational commitment and change. It was
conducted at King Faisal Hospital in Al-Taif Governorate, KSA. It is the first empirical work in the field of
Human Resources Management aiming at analyzing the attitudes of employees toward organizational
commitment and change.

The study tackles the linkage between employees’ attitudes towards organizational commitment and change
which is one of the most significant constructs in organizational behavior.

The present study investigates the evaluative attitudes of the employees towards organizational commitment and
change. It will also illustrate the relationship between organizational commitment and change. Three groups of
employees were examined. Of the 350 questionnaires that were distributed, 295 usable questionnaires were
returned, a response rate of 84%.

The finding reveals that there are differences among the three groups of employees regarding their evaluative
attitudes towards organizational commitment and change. Also, this study showed that there is an association
between organizational commitment and change. Organizational commitment is one of the important elements
that have impact on organizational change. It plays an important role in employee’s acceptance of change. It will
result in willingness to accept organizational change. In sum, employees with high organizational commitment
are more willing to exert more effort in a change project. Therefore, it is more likely to develop positive attitudes
towards organizational change. Finally, the implications of this study are discussed.

Keywords: organizational commitment, organizational change
1. Introduction

The change can be really effective only if there is a change of attitude (Dobrea & Gaman, 2011). Change is the
only constant. The only difficulty is to follow it (Bold, 2010).

Change has become a dominant aspect of organizational life (Dupuy, 2002). Change is natural and cannot be
controlled. It occurs when there is economic development, climate and technology (Hatch, 2009).

One of the prerequisites of organizational change management is that for initiating and implementing successful
change which is necessary to conduct a complete and systematic process for transforming the organizational
realities. For that, the leadership development plays a very important role, being a key factor in the process of
organizational transformation that can explain the shift from a competitive level to another one (Radu & Nastase,
2011).

Attitudes towards organizational change may be defined as an employee's overall positive or negative evaluative
judgment of a change initiative implemented by their organization (Elias, 2009). It is the internal state that
influences individual's choices of personal action, or a response tendency towards the change (Bianey, et al.,
2004). It is the certain regularities of an individual's feelings, thoughts and predispositions to act towards some
aspect of his or her environment (Visagie, 2010).
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Organizational policies and strategies have to be changed due to the growing globalization of business,
increasing competition and technological advancement (Hampel & Martinsons, 2009).

Most challenges in organizations are generated by competition, advanced technology, mergers, expansion,
product quality maintenance, enhancing employee efficiency, rapid growth, new business ventures, exciting
opportunities, innovations, and new leadership and management approaches (Madsen et al., 2005). For these
challenges to be overcome, employee attitudes and behaviors to accept organizational change should be taken
into account for management and change agents for successful organizational change to be attained (Bernerth,
2004).

The capabilities of managers, employees and work environment are examined by organizational change that
affects employee attitudes and behaviors by turning a situation from the known to the unknown. Some
researchers focused on change that may have a serious negative impact on employee attitudes (Weber & Weber,
2001). Therefore, creating employee positive attitudes boosts the readiness of employees as an important factor
for successful organizational change (Rafferty & Simon, 2006; Bareil et al., 2007).

The three factors to be considered in implementing change processes are the technological, organizational and
personal perspectives. People are the most important factor in making change; however, Linstone & Mitroff
(1994) believe that they are the most difficult element to deal with.

As it involves values, preferences, and attitudes toward a particular activity human part of the organization
becomes a major challenge in handling change processes in the organization. It is difficult to change attitudes as
people are generally more comfortable with what they have learned or knew due to stereotyping, fear of taking
risks, intolerance to ambiguity, and possibly the need to maintain tradition (Carnall, 1990). For any change to be
effective, people's beliefs, and attitudes must be challenged and clarified because significant and sustainable
change relies on the human system at the core of every business system (Juechter et al., 1998).

The relationship between attitudes toward organizational change, commitment, and job satisfaction have been
handled by few studies (Iverson, 1996; Yousef, 2000).

The current study is trying to examine the attitudes of employees toward organizational commitment and change.
The importance of the study stems from providing us with a better understanding of the relationship between
organizational commitment and change as the dynamics of the business environment change rapidly. The study
is structured as follows: Section one is introductory. Section two gives a theoretical construct of organizational
commitment and change. Section three presents the research questions and hypotheses. Section four deals with
the research methodology. Section five presents the hypotheses testing. Section six explains the research findings.
Section seven presents the research recommendations. Section eight deals with the limitations and future
research. Finally, section nine presents the conclusion and implications.

2. Literature Review
2.1 Organizational Commitment

Organizational commitment is widely described as a key factor in the relationship between individuals and
organizations (Sharma & Bajpai, 2010).

Mowday et al. (1982) conceive commitment as an attitude reflecting the nature and quality of the linkage between
an employee and an organization. It is an individual's identification with a particular organization and its goals to
maintain membership in order to attain these goals.

There are three factors of organizational commitment: (1) a strong belief in an organization's goals and values,
(2) a willingness to exert considerable effort for the organization, and (3) a strong desire to maintain membership
in the organization (Porter et al., 1974).

Organizational commitment is the relative strength of an individual’s identification and involvement in a particular
organization (Porter et al., 1976; Steer, 1977). It is an affective response which moves beyond passive loyalty to
an organization. It is an attitude reflecting the nature and quality of the linkage between an employee and an
organization. It is an individual's identification with a particular organization and its goals to maintain membership
in order to attain these goals (Mowday et al., 1979; 1982). It is multidimensional in nature, involving an
employee’s loyalty to the organization, willingness to exert effort on behalf of the organization, degree of goal and
value congruency with the organization, and desire to maintain membership. It refers to an employee’s willingness
to exert extra effort within the organization (Batemen & Strasser, 1984). It is a feeling of dedication to one’s
employing organization, willingness to work hard for that employer, and the intent to remain with that
organization (Meyer & Allen, 1988).
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Organizational commitment is a feeling of dedication, willingness to go the extra mile, and an intention to stay
with the organization for a long period of time. It is a multidimensional concept that provides a comprehensive
insight into the link between employees and work-related behavior (Meyer & Allen, 1991). It is the factor that
promotes the attachment of the individual to the organization. To put it differently, higher levels of performance
and effectiveness at both the individual and the organizational level will be the outcome of the high levels of effort
exerted by employees with high levels of organizational commitment (Raju & Srivastava, 1994).

Organizational commitment means loyalty and intention to stay with the organization, besides personal interest
towards the employment (Brewer, 1996). It is the degree to which an employee feels loyal to a particular
organization (Mueller et al., 1992; Price, 1997).

Organizational commitment is a critical factor in understanding and explaining the work-related behavior of
employees in organizations (Lee, 2000). It is very beneficial for the organization as it reduces the absenteeism rate
and turns over ratio, let alone enhancing the organization's productivity (Jernigan et al., 2002). It is interested in the
employee's willingness to leave their organization (Greenberg & Baron, 2003). The employee who is highly
committed to the organization contributes to the organization performance (Freund & Carmeli, 2003). It reflects
the work attitudes of employees toward the organizations in which they work (Silverthorne, 2004).

Organizational commitment is very important because it is linked with absenteeism, work effort and turnover
(Joiner & Bakalis, 2006). It is concerned with the extent to which an employee identifies with the organization. It is
an individual's willingness to dedicate efforts and loyalty to an organization (Jalonen, et al., 2006; Wagner, 2007).
It is described as a key factor in the relationship between individuals and organizations (Sharma & Bajpai, 2010).

The three components conceptualization of organizational commitment indicated by Meyer and Allen (1991; 1993)
are as follows:

= Affective commitment refers to the sense of affection and feelings of attachment to the organization and has
been associated with work experiences, individual traits and organizational structures.

= Continuance commitment refers to consciousness of the costs related to parting with the organization or job.
Employees with elevated level of continuance commitment stay with the organization as they are aware of the need,
risks, sacrifices, and low options associated with leaving.

*  Normative commitment refers to a sense of requirement to continue employment. Employees with elevated
level of normative commitment believe that they have to remain in the organization or job as they feel it is right.
Normative commitment is the level to which a person is psychologically associated with the organization
through internalization of its vision, goals, objectives, principles, values and missions.

Employees can experience all three forms of commitment. The psychological states reflecting the three
components of organizational commitment will develop as the function of quite different antecedents. They will
also have different implications for work behavior. Most managers would agree that it is very difficult to find
employees who have both high levels of task performance and organizational commitment (Meyer & Allen, 1991).

2.2 Organizational Change

Change is the process of analyzing the past to elicit the present actions required for the future (Kanter et al., 1992).
Change variables may be defined in a series of interrelating elements (actions, reactions and interactions)
(Soparnot, 2011).

Organizational change is at the forefront of the academic and managerial environment (Pettigrew et al., 2001). It
showed a diversity of the organization in its environment, and also the interaction of the technical and human
activities that had interrelated dimensions in the organization (Cao et al., 2000).

It is important to mention that many organizations deal with organizational change on a regular basis. A case in
point is how Yahoo’s CEO (i.e., Marissa Mayer) recently decided to change and ban the telecommuting policy.
“Organizations are goal-oriented, purposive entities, and their effectiveness is pursuing those goals influences
the quality of our lives and even our ability to survive” (Rainey, 2003).

This unexpected change will create many cynics who do not agree with its decision and feel disrespected. A
leader should know that, “Respect is not something one can imitate, but something one must embody”
(Lawrence-Lightfoot, 2000).

As such, managers should consider consulting with employees during such drastic changes. “Learning to
understand and see things from another’s perspective is absolutely crucial to building trusting relations and to
career success” (Kouzes, 2003).
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Some organizational changes are necessary in order for the organization to compete with its competitors. For
example, many hospitals made a significant change from using analog x-rays to digital images. Kaifi (2010)
explains, “Technological advancements have allowed for digital images (x-rays) to be analyzed by medical
doctors (radiologists) outside of the U.S. As a result, radiologists in the US have become cynical”. Thus,
managers are expected to formulate and implement meaningful changes to the organization that complement the
organization’s culture.

Khademian (2002) explains, “Determining what needs to be changed and articulating those changes is an
essential part of the effort to manage the integration of cultural roots. If managers want to change how the job
gets done, they must understand the commitments driving the work of the program and how those commitments
might need to change. Articulating those changes helps participants to see the task, the resources, and the skills
they bring to the table, and the environment in which they work, differently”. Organizational change can be a
stressful time for employees for a number of reasons ranging from learning a new task to jobs being eliminated.
As such, some employees are more resistant to change while others are more receptive to change.

There are three types of individuals’ or groups’ response to organizational change. They are affective, cognitive
and instrumental. Affective response refers to the feeling of being linked to satisfaction or anxiety about change.
Cognitive responses are opinions relating to usefulness and necessity and about knowledge required to handle
change. Instrumental responses refers to actions already taken or which will be taken to handle the change
(Elizur & Guttman, 1976).

Dunham et al. (1989) suggested that there are three types of attitudes toward change; affective, cognitive and
behavioral.

= The cognitive component of an attitude consists of the information a person possesses about a person or
thing which is based on what a person believes to be true.

= The affective component consists of the feelings a person has toward an attitude object, which involves
evaluation and emotion, and is often expressed as like or dislike for the attitude object.

= The behavioral tendency concerns the way a person intends to behave toward an attitude object.

The three types of attitudes are more critical. Organizational changes should start by the cognitive, affective, and
the behavioral mode. The cognitive mode can be an effective mode to be addressed first. This is because once a
person has information and knowledge of the potential changes to be made, his or her feelings toward change
may be changed to favor such changes. It should be highlighted that handling the cognitive component on
attitude toward change can be a daunting task if it is not well communicated. This will be demonstrated by the
behavioral mode of the person in responding to the changes.

2.3 Organizational Commitment and Change

Organizational commitment is one of the important elements that have impact on organizational change. Meyer &
Allen (1997) assert that employees of high affective commitment demonstrate emotional attachment and
identification with their involvement in the organization. This may explain why these employees are less likely to
engage in withdrawal behavior and are more willing to accept change (Somers, 1995). If employees are committed
to making it work, organizational change can be successful. It is best when it is based upon a belief in the value of
the initiative and employees wanting to see it succeed (Meyer & Allen, 1997).

Organizational commitment plays an important role in employee’s acceptance of change (Darwish, 2000). Guest
(1987) argued that the total causal effects of positive affectivity, job security, job satisfaction, job motivation and
organizational change are mediated organizational commitment.

Also, Guest (1997) suggests that organizational commitment will result in willingness to accept organizational
change. In sum, a greater degree of organizational commitment should lead to successful organizational readiness
for a change process. Therefore, it is suggested that a positive relationship exist among leadership behavior,
organizational commitment and emotional intelligence on organizational readiness for change.

Some researches believe that attitudes to organizational change might be influenced by organizational
commitment. But other studies indicated that, within a change context, organizational commitment is a better
predictor of behavioral intentions than job satisfaction (Iverson & Roy, 1994).

The other researchers argued that a highly committed employee is more willing to accept organizational change if
it is perceived to be beneficial. But Lau & Woodman (1995) argue that they may resist change if he/she perceives
it as a threat for his/her own benefit.
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Iverson (1996) found that an employees’ acceptance of organizational change increases with organizational
commitment. The employee's acceptance decreases with union membership, role conflict, tenure and
environmental opportunity. Organizational commitment is the most important determinant of attitudes toward
organizational change. In other words, employees with high organizational commitment are more willing to exert
more effort in a change project and, therefore, it is more likely to develop positive attitudes towards organizational
change. Organizational commitment influence certain attitudes toward organizational change, and job satisfaction
with certain facets of job directly and indirectly influences the different dimension of attitudes toward
organizational change (Yousef, 2000).

The present study of organizational change is of interest to a large number of researchers. Many studies on
organizational commitment have been conducted, but not specifically addressed to the relations of organizational
change among employees at King Faisal Hospital in Al-Taif Governorate, KSA. This reveals the importance of the
present study, theoretically and practically, as it determines the dimensions of organizational commitment and
organizational change.

3. Research Questions and Hypotheses

Organizational change has been one of the widely researched areas in the field of management but at King Faisal
Hospital in Al-Taif Governorate, KSA Hospitals very few studies have explored this concept. The objective of
this study is to analyze the attitudes of employees toward organizational commitment and its relation with their
organizational change at King Faisal Hospital in Al-Taif Governorate, KSA.

The research question or hypothesis is a key preliminary step in the research process. The research question
presents the idea that is to be examined in the study. It is the foundation of the research study. The hypothesis
attempts to answer the research question. This research aims at answering the following questions:

Ql: Are there fundamental variations among the employees at King Faisal Hospital in Al-Taif Governorate,
KSA towards organizational commitment?.

Q2: Are there fundamental variations among the employees at King Faisal Hospital in Al-Taif Governorate,
KSA towards organizational change?.

Q3: What is the relationship between organizational commitment (the affective component, the cognitive
component, the behavioral tendency) and organizational change at King Faisal Hospital in Al-Taif Governorate,
KSA?.

From the above-mentioned research questions, this study attempts to test the following hypotheses:

H1I: There is no significant discrimination among the employees at King Faisal Hospital in Al-Taif Governorate,
KSA towards organizational commitment.

H?2: There is no significant discrimination among the employees at King Faisal Hospital in Al-Taif Governorate,
KSA towards organizational change.

H3: There is no statistically significant relationship between organizational commitment (the affective
component, the cognitive component, the behavioral tendency) and organizational change at King Faisal
Hospital in Al-Taif Governorate, KSA.

4. Methodology and Research Design
4.1 Participants and Procedures

This study investigates the attitudes of employees toward organizational commitment and change. It was
conducted at King Faisal Hospital in Al-Taif Governorate, KSA. This is why the population under study
involves all categories of employees (physicians, nurses, administrative staff). This hospital has been chosen for
applying the field study as it is one of the biggest governmental hospital in Al-Taif Governorate. It cost 550
million riyals for construction, while its capacity amounts to 500 beds. It involves all medical and remedial
specializations, along with developed medical cadres who work at this gigantic hospital. The most important
specializations include intensive care, surgery, internal medicine, newborns, radiology, pharmacy, laboratory,
incubators, etc. The medical and health services provided by this hospital are equal to those of the developed
major hospitals in KSA (Planning Administration, King Faisal Hospital in Al-Taif, 2012).

Three hundred and fifty employees were randomly selected from the different categories of employees at King
Faisal Hospital in Al-Taif Governorate, KSA. To ensure anonymity, they were asked not to put any form of
identification on the questionnaire. The study questionnaire containing measures of organizational change and
organizational commitment was distributed to employees using the drop-off method.
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The questionnaire included three pages following the introductory page explaining the aims of the study. Next
come guided and direct questions. In this way, the probabilities of bias in data collection are reduced. Only 25
questionnaires were piloted by a closed circle of employees, requiring some modification. Data collection was
accomplished through contacting informants in informal interviews. Each informant was given a list of questions
and enough time to answer them.

The questionnaire included three types of questions, relating to recognizing organizational commitment,
organizational change, and the demographic variables of employees at King Faisal Hospital in Al-Taif
Governorate, KSA. Data collection took approximately two months. Overall, 295 respondents completed the
questionnaire, for a response rate of 84%.

About 39% of the participants were physicians, 52% nurses, and 10% administrative staff. With respect to
gender, 42% were male and 58% were female. About 27% of the participants were single and 73% were married.
As for age, 43% of the participants were under 30 years old, 37% ranged from 30 to 45 years old, and above 45
years old were 20%. Concerning the educational level, holders of the secondary school certificate amounted to
23%, university education 59% and Master or PhD degree 19%. Regarding the period of experience, 40% of the
participants were less than five years, 23% ranged from 5 to 10 years, and more than 10 years were 38%.

4.2 Measures
4.2.1 Organizational Commitment

Aspects of organizational commitment include affective, continuance, and normative commitment. The
researcher has employed the measure developed by Allan and Meyer, 1990, modified by Meyer et al., 1993, to
measure organizational commitment. This measure consists of 18 statements; six statements for each secondary
measure. A Likert-type scale has been used for gauging levels of agreement and/or disagreement. It is composed
of five degrees, (5) refers to full agreement, while (1) refers to full disagreement and neutral degrees are found in
between. This measure is used in many studies like Meyer et al., 1993 and Dunham et al., 1994.

4.2.2 Organizational Change

The researcher has drawn on the scale of Dunham et al., (1989), Lussier (1990), and Kursunoglu & Tanriogen
(2009) for measuring organizational change. Attitudes towards changes in the model are divided into three
dimensions, namely cognitive, affective and behavioral. The cognitive dimension of meaning in terms of
changing views on the advantages and disadvantages, benefits, requirements, knowledge needed to manage
change. The affective dimension refers to feelings associated with dissatisfaction and concern in making the
changes. The dimensional behavior is the action taken or to be taken in future in the face of change or resist
change. This measure consists of 18 statements equally divided among secondary measures. A Likert scale was
used for judging levels of agreement or disagreement, ranging from (5) which refers to full agreement and (1)
which refers to full disagreement. The informant should select the answer that suits his choice, where (5)
indicates full agreement while (1) indicates full disagreement, with neutral degrees in- between.

4.3 Method of Data Analysis and Testing Hypotheses

The researcher has employed the following methods (1) the Alpha Correlation Coefficient (ACC or Cronbach’s
alpha), (2) Multiple Discriminant Analysis (MDA), (3) Multiple Regression Analysis (MRA), and (4) the
statistical testing of hypotheses which includes Wilk's Lambda and chi-square that goes hand in hand with the
MDA and F-test and T-test which go hand in hand with the MRA.

5. Hypotheses Testing
5.1 Evaluating Reliability

The reliability of organizational commitment and organizational change was assessed to reduce errors of
measuring and maximizing constancy of these scales.

ACC (Cronbach’s alpha) was used to determine the degree of internal consistency among the contents of the
scale under testing. It was decided to exclude variables that had a correlation coefficient of less than 0.30 when
the acceptable limits of ACC (Cronbach’s alpha) range from 0.60 to 0.80 (Nunnally & Bernstein, 1994). Levels
of reliability analysis in social sciences so decide.
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Table 1. Reliability of organizational commitment

The Dimension of Number of Statement ACC (Cronbach’s alpha)
Organizational Commitment

Affective Commitment 6 0.859

Continuance Commitment 6 0.803

Normative Commitment 6 0.838

Total Measurement 18 0.877

According to Table (1) the internal consistency or reliability of the preferred organizational commitment scales
ranges from 0.83 to 0.85. As a result, the overall reliability of the preferred organizational questionnaire is 0.88,
giving evidence of reliability of the organizational commitment scale.

Table 2. Reliability of organizational change

The Dimension of Number of Statement ACC (Cronbach’s alpha)
Organizational Change

The Cognitive Dimension 6 0.817

The Affective Dimension 6 0.730

The Behavioral Dimension 6 0.807

Total Measurement 18 0.795

Table (2) presents the internal consistency or reliability of the scales measured through Cronbach’s alpha. The
reliabilities of the affective and cognitive scales are generally higher (ranging from 0.73 to 0.82); while the
behavioral scale is at 0.81, still indicating high reliability. The overall reliability of the preferred organizational
questionnaire is 0.79, proving that organizational change scale is reliable.

5.2 Organizational Commitment

The statistical results for the evaluative attitudes of employees towards organizational commitment are studied.
The second hypothesis to be tested is:

H1: There is no discrimination among the employees at King Faisal Hospital in Al-Taif Governorate, KSA
towards organizational commitment.

The MDA was applied on three groups of employees regarding their evaluative attitudes towards organizational
commitment as presented in Tables (3) and (4).

Table 3. Multiple discriminant analysis of organizational commitment

A- Discriminant Functions (DF)

. Eigen The % of Wilks Ch-Squar  Degree of  Level of
Function . MCC . .
Values Differences Lambada e Sign Sign
1 0.183 64.0 0.394 0.766 76.89 16 0.000
2 0.103 36.0 0.306 0.906 28.33 7 0.000
B- Classification Matrix
Groups Number Predict Member of Groups Total
. 56 37 21
Physicians 114 114
(49.1%) (32.5%) (18.4%)
56 75 20
Nurses 151 151
(37.1%) (19.7%) (13.2%)
. 5 7 18
Administrative Staff 30 30
(16.7%) (23.3%) (60.0%)
Total 295 295
The Percentage of the exact division 50.0%
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According to MDA, the most important findings include the following:

1) There is a high degree of difference among attitudes of employees towards organizational commitment (the
percentage of differentiation was 64%).

2) There is a strong significant relationship (MCC represents 0.39) and a statistically significant relationship at
level 0.01 between healthcare organizations of the employees groups and their evaluative attitudes towards
organizational commitment.

3) The accurate classification of employees according to their evaluative attitudes towards organizational
commitment is 50%. The rest, 50%, are similar.

4) There are eight variables relating to organizational commitment. They have an ability to discriminate
among employees (see Table 4). The most important of them are "lack of work opportunities at other places is
one of the most important reasons behind my remaining at this hospital" (discrimination coefficients represent
0.57), "this hospital deserves my full interest and loyalty" (discrimination coefficients represent 0.50), "I will not
leave this hospital now as I feel I have duty towards its members" (discrimination coefficients represent 0.49), "I
feel emotional relation to the hospital where I work" (discrimination coefficients represent 0.47), "I feel I am a
member of the family of this hospital" (discrimination coefficients represent 0.46), "I think every person should
keep his or her loyalty to the hospital" (discrimination coefficients represent 0.45), and "I feel strong loyalty and
belonging to the family of this hospital" (discrimination coefficients represent 0.32).

Table 4. The mean of employees towards organizational commitment

Mean

The Variables Group Group Group F-Test Lev.el

of Sig
1 2 3

Lack of work opportunities at other places is one of the 2.89 341 3.30 5.048" 0.575

most important reasons behind my remaining at this

hospital.

This hospital deserves my full interest and loyalty. 3.59 3.98 3.66 4.061" 0.502

I will not leave this hospital now as I feel I have duty 3.32 3.70 343 3.694 0.486

towards its members.

I feel emotional relation to the hospital where I work. 3.44 3.79 4.26 7.595™ 0.473

I feel I am a member of the family of this hospital. 3.59 3.73 4.36 6.290 0.461

I think every person should keep his or her loyalty to the  3.95 4.20 4.60 7.875™ 0.450

hospital.

I feel strong loyalty and belonging to the family of this 3.64 3.88 3.76 1.586 0.324

hospital.

It is very difficult for me to leave work at the hospital, even ~ 3.54 3.50 3.73 0.470 0.129

if I want so.

According to the mean of the three groups of employees (see Table 4), it was revealed that there are differences
among them. As for physicians, they tend to agree, for example, that “I think every person should keep his or her
loyalty to the hospital” (with a mean of 3.95), “I feel strong loyalty and belonging to the family of this hospital”
(with a mean of 3.64), “this hospital deserves my full interest and loyalty” (with a mean of 3.59), “I feel I am a
member of the family of this hospital” (with a mean of 3.59), “it is very difficult for me to leave work at the
hospital, even if I want so” (with a mean of 3.54), and “I feel emotional relation to the hospital where I work”
(with a mean of 3.44). As for nurses, they tend to agree, for example, that “I think every person should keep his
or her loyalty to the hospital” (with a mean of 4.20), “this hospital deserves my full interest and loyalty” (with a
mean of 3.98), “I feel strong loyalty and belonging to the family of this hospital” (with a mean of 3.88), “I feel
emotional relation to the hospital where I work” (with a mean of 3.79), “I feel I am a member of the family of
this hospital” (with a mean of 3.73), “I will not leave this hospital now as I feel I have duty towards its
members” (with a mean of 3.70), and “it is very difficult for me to leave work at the hospital, even if I want so”
(with a mean of 3.50). As for administrative staff, they tend to agree to a high degree, for example, that “I think
every person should keep his or her loyalty to the hospital” (with a mean of 4.60), “I feel I am a member of the
family of this hospital” (with a mean of 4.36), “I feel emotional relation to the hospital where I work” (with a
mean of 4.26), “I feel strong loyalty and belonging to the family of this hospital” (with a mean of 3.76), “it is
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very difficult for me to leave work at the hospital, even if I want so” (with a mean of 3.73), “this hospital
deserves my full interest and loyalty” (with a mean of 3.66), and “I will not leave this hospital now as I feel I
have duty towards its members” (with a mean of 3.43).

Accordingly, the null hypothesis is rejected because the value of Wilks Lambda in the MDA amounts to 0.76
(see table 3). Moreover, the value of chi-square calculated (76.89) in the free degree of (16) exceeds its table
counterpart (42.98) at the level of statistical significance of 0.01 (see table 3). Furthermore, it was decided to
reject the same null hypothesis of eight variables of organizational commitment (13 variables) taken individually
at the statistical significance level of 0.01, according to the test of univariate F. (see table 4).

5.3 Organizational Change

The statistical results for the evaluative attitudes of employees towards organizational change are judged. The
first hypothesis to be tested is:

H2: There is no discrimination among the employees at King Faisal Hospital in Al-Taif Governorate, KSA
regarding organizational change.

The MDA was applied on a model including three groups of employees and their evaluative attitudes towards
organizational change as displayed in Tables (5) and (6).

Table 5. Multiple discriminant analysis of organizational change

A- Discriminant Functions (DF)

. Eigen The % of Wilks Ch-Squar ~ Degree of  Level of
Function . MCC . .
Values Differences Lambada e Sign Sign
1 0.167 69.5 0.378 0.798 65.082 14 0.000
2 0.073 30.5 0.261 0.932 20.455 6 0.000
B- Classification Matrix
Groups Number Predict Member of Groups Total
.. 62 30 22
Physicians 114 114
(54.3%) (26.3%) (19.3%)
40 71 40
Nurses 151 151
(26.5%) (47.0%) (26.5%)
. . 10 10 10
Administrative Staff 30 30
(33.3%) (33.3 %) (33.3%)
Total 295 295
The Percentage of the exact division 48.5%

According to MDA, the most important findings include the following:

1) There is a high degree of difference among attitudes of employees towards organizational change (the
percentage of differentiation was 69%).

2) There are a strong significant relationship (MCC represents 0.37) and a statistically significant relationship
at level 0.01 between healthcare organizations of the employees groups and their evaluative attitudes towards
organizational change.

3) The accurate classification of employees according to their evaluative attitudes towards organizational
change is 48.5%. The rest, 51.5%, are similar.

4) There are seven variables relating to organizational change. They can discriminate among employees (see
Table 6), most importantly “I usually take advantage of the change in the hospital” (discrimination coefficients
represent 0.67), “most of the changes in the hospital bother me” (discrimination coefficients represent 0.65), “I
usually hesitate to try any new ideas in the hospital” (discrimination coefficients represent 0.52), “change in the
work environment reduces my ability to control what is going on around me in the hospital” (discrimination
coefficients represent 0.50), “I'm looking forward to the change happening in my field in the hospital”
(discrimination coefficients represent 0.42), “I intend to do everything in my power to support change in the
hospital” (discrimination coefficients represent 0.32), and “change usually benefits the hospital” (discrimination
coefficients represent 0.31).

212



www.ccsenet.org/jms Journal of Management and Sustainability Vol. 4, No. 1; 2014

Table 6. The mean of employees towards organizational change

The Variables Mean F-Test Level
Group Group Group of Sig
1 2 3

I usually take advantage of the change in the hospital. 3.36 3.39 2.73 4871 0.671

Most of the changes in the hospital bother me. 2.60 2.55 3.30 4.548" 0.650

1 usually hesitate to try any new ideas in the hospital. 2.47 2.96 3.26 8.067" 0.523

Change in the work environment reduces my ability to  3.28 2.98 3.60 3.874" 0.501

control what is going on around me in the hospital.

I'm looking forward to the change happening in my field 4.23 3.90 3.86 4377 0.418

in the hospital.

I intend to do everything in my power to support change  3.89 4.13 4.13 2.517 0.320

in the hospital.

Change usually benefits the hospital. 3.56 3.84 3.56 3.051" 0.309

According to the mean of the three groups of employees (see Table 6), differences among them emerged. As for
physicians, they tend to agree, for example, that "I'm looking forward to the change happening in my field in the
hospital" (with a mean of 4.23), "I intend to do everything in my power to support change in the hospital" (with a
mean of 3.89), and "change usually benefits the hospital" (with a mean of 3.56). As for nurses, they tend to agree,
for example, that "I intend to do everything in my power to support change in the hospital" (with a mean of 4.13),
"I'm looking forward to the change happening in my field in the hospital" (with a mean of 3.90), and "change
usually benefits the hospital" (with a mean of 3.84). As for administrative staff, they tend to agree to a high
degree, for example, that "I intend to do everything in my power to support change in the hospital" (with a mean
of 4.13), "I'm looking forward to the change happening in my field in the hospital" (with a mean of 3.86), and
"change in the work environment reduces my ability to control what is going on around me in the hospital" (with
a mean of 3.60).

Accordingly, the null hypothesis is rejected because of the value of Wilks Lambda in the MDA amount to 0.79
(see table 5). Besides the value of chi-square calculated (65.08) in the free degree of (14) exceeds its table
counterpart (50.89) at the level of statistical significance of 0.01 (see table 5). Furthermore, it was decided to
reject the same null hypothesis of seven variables of organizational change (18 variables) taken individually at
the statistical significance level of 0.01, according to the test of univariate F (see table 6).

5.4 Organizational Commitment and Change

The relationship between organizational commitment and change are investigated. The third hypothesis to be
tested is:

H3: There is no relationship between organizational change and organizational commitment at King Faisal
Hospital in Al-Taif Governorate, KSA.

According to the results of correlation coefficient, there is a statistically significant correlation between the
aspects of organizational commitment and organizational change. The correlation of cognitive, affective and
behavioral (0.092, 0.007, and 0.300) respectively was found to be significant at 0. 05 level. The overall
correlation is 0.571.

Table 7. The relationship between organizational commitment and change

The Variables Of Organizational Commitment Beta R R’
Affective Commitment 0.318" 0.092 0.0423
Continuance Commitment 0.277" 0.007 0.0119
Normative Commitment 0.230" 0.300 0.1670
. Multiple Correlation Coefficients (MCC) 0.571

. Determination Coefficient (DC) 0.327

. The Value of Calculated F* 47.025

. Degree of Freedom 3,291

. The Value of Indexed F 3.78

= Level of Significant 0.000

** P < .01
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Depending on MRA, Table 7 presents the type and strength of the relationship between organizational
commitment and change. The findings of MRA include the following:

1) According to MCC, there is a statistically significant relationship between organizational change and
organizational commitment, 57%.

2) Based on DC, organizational change may interpret 33% of the total differentiation in organizational
commitment.

3)  On the basis of MRA, the variables of organizational change providing more explanation of the difference
in the level of organizational commitment include the cognitive dimension (0.32), the affective dimension (0.27)
and finally the behavioral dimension (0.23).

As a result, the null hypothesis is rejected and the alternative hypothesis is accepted. This is because the model
of MRA has shown that there was fundamental relationship between organizational commitment and
organizational change at the statistical significance level of 0.01, according to T-Test (see Table 7).

6. Research Findings

1) The researcher was able to determine that organizational commitment is one of the important elements that
have impact on organizational change. Organizational commitment is the most important determinant of
attitudes toward organizational change. It plays an important role in employee’s acceptance of change. It will
result in willingness to accept organizational change. In sum, a greater degree of organizational commitment
should lead to successful organizational readiness for a change process. An employees’ acceptance of
organizational change increases with organizational commitment. In other words, employees with high
organizational commitment are more willing to exert more effort in a change project and, therefore, it is more
likely to develop positive attitudes towards organizational change.

2) It has turned out that differences exist among the employees regarding their evaluative attitudes towards
organizational commitment, most importantly "lack of work opportunities at other places is one of the most
important reasons behind my remaining at this hospital", "this hospital deserves my full interest and loyalty", "I
will not leave this hospital now as I feel I have duty towards its members", "I feel emotional relation to the
hospital where I work", "I feel I am a member of the family of this hospital", "I think every person should keep
his or her loyalty to the hospital", and "I feel strong loyalty and belonging to the family of this hospital".

3) It is revealed that differences exist among the employees regarding their evaluative attitudes towards
organizational change, most importantly "I usually take advantage of the change in the hospital", "most of the
changes in the hospital bother me", "I usually hesitate to try any new ideas in the hospital", "change in the work
environment reduces my ability to control what is going on around me in the hospital”, "I'm looking forward to
the change happening in my field in the hospital", "I intend to do everything in my power to support change in
the hospital", and "change usually benefits the hospital".

4) There is a statistically significant relationship between the dimensions of organizational commitment (the
cognitive dimension, the affective dimension and the behavioral dimension) and organizational change at King
Faisal Hospital in Al-Taif Governorate, KSA.

7. Recommendations

When a decision to apply organizational change occurs at King Faisal Hospital in Al-Taif Governorate, KSA,
managers should pay attention to their communication approach with employees, employees’ attitude, perception
of managers’ actions, employees’ motivation and continuous improvement of the working environment. The
following actions are suggested:

1) Managers should understand that different individuals hold dissimilar opinions about change. Also, not all
employees are outspoken and willing to be honest with their managers. Therefore, managers should have the
initiative to interact with employees and keep them informed about any organizational change. By maintaining
communication and listening to employees, managers can understand their unfulfilled needs and resistance to
change.

2) Managers should be able to understand employees’ attitudes, but also they should keep in mind the stages
of human cycle of negative response in hospitality industry, such as stability, immobilization and denial.

3) Managers should guide and direct employees along the organizational change process, be aware of
importance of employees’ motivation to proceed with change, and be receptive to new ideas that come from
employees.
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4) Managers should continue to communicate with employees about the change implemented. This will
promote an open exchange of ideas and information among all parties.

5) Managers can discover to what extent change affects employees and take corrective actions immediately to
support them. For example, managers should be aware that organizational change may have positive results into
the hospital but do not necessarily bring positive outcome to employees. Change of a working system may
increase employees’ income with extra workload creating fatigue and low spirits.

6) Decision- makers and officers-in-charge in regard to health service at the governmental sector in KSA in
general and King Faisal Hospital in particular may make use of the findings of the present study so as to provide
the suitable organizational environment that allows the creation of positive work conditions among all
employees at the various administrative levels at the hospital. This will motivate them both materially and
morally to promote positive effective behavioral attitudes that influence the process of organizational
commitment of employees in the different units and administrative departments at the hospital.

7) It is necessary that those in charge of the hospital make use of the high level of organizational commitment
among some employees and that they investigate reasons behind the decline of the levels of organizational
commitment among some other employees so as to avoid them. Attention should be paid to planning and
implementing a host of training programs that can raise the standard of organizational commitment of employees
as this may contribute into the upgrading of the level of services provided by employees at the hospital.

8) The Personnel Department at the hospital should conduct periodic questionnaires so as to recognize the
standard of organizational commitment and reasons behind it. Findings of this questionnaire should be the basis
of a program aiming at raising the level of employees' organizational commitment.

9) Administrative leaders and employees should imbibe the concept of organizational commitment and its
various components (affective, continuant, and normative) by training on true and varied experiences in the field
of organizational commitment and deepening belief in the mission of the hospital, along with appreciation of its
importance and role in providing health security for employees. Besides, awareness of the importance of
organizational commitment and its role in realizing the goals of the hospital should be raised besides learning the
experiences of foreign countries in this respect.

8. Limitations and Future Research

Several limitations of this study should be considered. First, the research population under study involves all
categories of employees at King Faisal Hospital in Al-Taif Governorate, KSA. Also, the present study has drawn
on the questionnaire method for collecting primary data necessary for the study. The questionnaire list is interested
in recognizing organizational commitment and change.

There are several areas for possible future research. First, it will be useful to investigate the relationships between
organizational change and organizational culture at larger organizations. Second, the longitudinal importance of
the size of the hospital to the relationship between managers and employees when organizational change occurs
should be studied. The research will be conducted in several cities in KSA to obtain a comparative analysis of
attitude and behavior of employees and relevance of tested theories. Third, a comparative analysis between private
and public hospitals may be made. This subject may be applied in different fields other than the health sector.
Future researches also need to investigate the relationship between organizational change and burnout of
employees. Finally, future studies need to examine the relationship between organizational cynicism and
organizational change.

9. Conclusion and Implications

Managers may need to adopt one or more approaches to handle its organizational changes. A dominant culture in a
given organization may not be as complex as the weak cultures, or sub-cultures in an organization. This poses a
real challenge to managers in introducing changes considering the rapid development in the current business
environment. Since change involves people, treating them is critical in addressing any change in the organization.

Organizational change implies departure from the normal situation and has implications on organizational policy.
One implication is related to organizational leadership. In this study, the negative attitude toward change was not
prevalent. This means that Saudi leaders have fewer problems in introducing organizational changes. Nonetheless,
the task of handling change in an organization can be difficult if the organizational policy is not well
communicated throughout the organization. Further, effective leaders have to guarantee that the proposed changes
are accepted and committed by all members in the organization. Organizational reforms should not only be
“top-down”, but also “bottom-up” to guarantee its effectiveness in the long run. It also implies that managers have
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to revise organizational policies at an incremental pace, and patiently make improvements leading to the intended
change in the organization.

There are several practical implications for managers and organizations facing organizational change. First, it was
shown that good and effective work relationships are very important in organizational change. Handling conflicts,
building supportive work relationships, and communicating effectively contribute to the creation of positive
attitudes to change and, therefore, to the success of a change program. Second, organizations need to examine the
extra workload which organizational change may create. Therefore, organizations need to plan the change
carefully in order to create a well-structured work environment and a well-balanced work schedule to reduce stress
and uncertainty.

There are some measures that can be taken. First, the more employees that are involved directly in the change
process itself, the less they will make dispositional attributions because they are not to blame. Second, the less
employees are surprised by management actions and the more they understand the reasons for these actions, the
more they will see things from the management perspective. This will reduce the tendency to make dispositional
attributions like blaming selfish or incompetent management. Third, past failures need to be fully explained rather
than ignored. It may be true that the past cannot be undone, but it can have a strong influence on the present and
future through the attributions made by employees. If past failure was attributable to management mistakes, it
should be acknowledged in order to preserve credibility. Finally, it is important that management make serious
efforts to see the situation from the lower level employees’ perspective to understand why they tend to blame
management.
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