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ABSTRACT

Objective — It is essential for organizations in 21st century to evolve with time. In this regard, both the management and
employees of an organization play an essential role in the implementation of change. One way of determining the success
of organizational change is by identifying the employees’ commitment to change. This research aims to identify the
effect of transformational leadership (organizational factors) and employees’ change self-efficacy (individual factors) on
effective commitment to change, to identify which of those two factors has a more significant effect on affective
commitment to change.

Methodology/Technique — The respondents of this study are employees in the finance sector. The data was collected
using commitment to change, change self-efficacy and transformational leadership inventories. The data was analyzed
using multiple hierarchical regressions.

Findings — The result show that both transformational leadership and change self-efficacy have a positive and significant
effect on affective commitment to change. Furthermore, change self-efficacy proved to have a more significant effect on
affective commitment to change compared to transformational leadership. Based on these results, organisations may wish
to further focus on the development of change self-efficacy of individuals.

Novelty — This study can be used by HR practitioners when dealing with organizational change, as a guide to improving
the success of such change.

Type of Paper: Empirical.

Keywords: Affective Commitment to Change; Change Self-Efficacy; Leadership; Organizational Change;
Transformational Leadership.

JEL Classification: M10, M19.

1. Introduction

In the era of technology and globalization, organizations are continuously evolving with time, in order to
maintain their relevance and operation (Cummings and Worley, 2009). However, organizational change is not
always easy to implement.
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In fact, a study conducted by McKinsey&Company found that two out of three organizational changes
eventually lead to failure (Aiken and Keller, 2009).

One of the reasons organizational change often fails is due a the lack of commitment by the employees
to change; this refers to the employee’s willingness to indivudally perform the actions deemed necessary to
effect the change (Herscovitch and Meyer, 2002). Commitment to change is considered very important to the
success of organizational change (Mangundjaya, 2016). Commitment to change consists of three dimensions,
however, this study focuses only on the affective dimension of commitment to change. Herscovitch and Meyer
(2002), defines affective commitment to change as a desire to support organizational change based on a belief
in its benefits for the organization. (Herscovitch and Meyer, 2002). According to Herold et al., (2008), affective
commitment to change is the most important dimension in predicting an employees’ effort in supporting
organizational change. This is because the affective dimension describes an individual’s commitment to change
based on their belief of the benefit of the change (Herscovitch and Meyer, 2002).

There are many variables that may influence employees’ affective commitment to change. This can be
sourced from the organization or the individual. Previous studies have shown that leaders are one of the
important factors in the success of organizational change (Herold, Fedor, and Caldwell, 2007; Anderson and
Anderson, 2010). Leaders should guide, motivate, and empower their followers; this is referred to as
transformational leadership (Chou, 2013; Herold, etc., 2008; Shin et al., 2015). Transformational leadership
refers to a style of leadership where leaders constantly encourage and inspire their subordinates to perform
better, and become their mentors to further improve their skill set (Bass and Riggio, 2005). Northouse (2012)
explains that transformational leadership is the process by leaders in which they identify their subordinates’
motives and goals, satisfy their needs, and treat them as individuals.

However, Herold, Fedor, and Caldwell (2007) are critical of the fact that many studies only this topic
only focus on the factors sourced from the organization’s neglect of individual elements. This raises the
guestion as to whether individual factors are less critical than organizational factors. Previous studies have also
shown that an individual’s level of commitment to change is often related to their sense of willingness and
ability. For instance, a sense of competence in situations of change may have an impact on affective
commitment to change; this is referred to as change self-efficacy (Aini, 2016; Herold, Fedor, and Caldwell,
2007), or psychological empowerment (Spreitzer, 2007). Wanberg and Banas (2000) define change self-
efficacy as one’s perception of their ability to deal with change, and to continue performing their tasks in spite
of the demands of the change. Caprara and Steca (2005) state that self-efficacy is a cognitive structure that has
the most significant impact on individual behavior. In this case, it is argued that employee’s change self-
efficacy is a crucial factor in determining whether they will commit to supporting organizational change. This
study aims to examine the impact of transformational leadership (organizational/corporate factors) and
employees’ change self-efficacy (individual factors) on affective commitment to change, and to identify which
of those two influencing factors has a more significant effect on affective commitment to change.

1.1 Transformational leadership, change self-efficacy, and affective commitment to change.

A leader with a transformational leadership style will inspire, motivate, stimulate and care for their
followers; this kind of behavior attracts a sense of compliance, particularly when it comes to employee’s
commitment to change. However, people with a natural sense of confidence and efficacy will likely also be
committed to change. Previous studies have shown that transformational leadership has a positive effect on
affective commitment to change (Herold et al., 2007). Based on this, the following hypotheses are suggested

H1: Transformational leadership has a positive impact on affective commitment to change.

H2: Change self-efficacy has a positive impact on affective commitment to change.
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H3: Change self-efficacy has a more significant impact on affective commitment to change compared to
transformational leadership.

2. Materials and Methods

The participants in this study were employees from 5 finance sector organisations that have recently
undergone some level of organizational change, and who had been working for at least two years. There was a
total of 207 participants, and 66.7% of the participants were male. Most of the participants have at least a
bachelors degree, and the majority of participants are under 30 years old (35.3%). Most participants have
between 2 and 10 years of service (86%). Three types of questionnaires were used to collect data. The first
tested Affective Commitment to Change Instruments, based on the questionnaire developed by Herscovitch
and Meyer in 2002, and adapted to Bahasa Indonesia by Mangundjaya (2012). This questionnaire uses a 6-
point Likert scale that ranges from 1 (strongly disagree) to 6 (strongly agree). The second was used to measure
transformational leadership, based on the Multifactor Leadership Questionnaire Form 5 (MLQ 5X), adaped to
Bahasa Indonesia. This also uses a 6-point Likert scale. The third was used to measure change self-efficacy,
using the Change Related Self-Efficacy instrument as developed by Ashford’s Change Self-Efficacy
Instrument (1988) and adapted by Aini (2016) to Bahasa Indonesia again using a 6-point Likert scale.
Hierarchical multiple regression was used to analyze the magnitude of the independent variables
(transformational leadership and change self-efficacy) on the dependent variable (affective commitment to
change). ANOVA was also used to determine the description of affective commitment to change on the
characteristic of respondents, being gender, age, education, and length of service.

3. Results

3.1 Descriptive Analysis of Affective Commitment to Change

To identify the profiles of the respondents regarding their affective commitment to change, the t-test
and ANOVA were conducted.

Table 1. Affective Commitment to Change Profile Based on Demographic Characteristics (N=207)

Characteristics N Percentage  Mean SD F Sign.
Gender 1.175  0.311
Male 138 66.7% 4.26 0.73
Female 64 30.9% 4.29 0.73
Unknown 5 2.4% - -
Age 1.277  0.283
<30 years old 109 52.7% 4.24 0.71
31-44 years old 73 35.3% 4.25 0.79
>45 years old 9 4.3% 4.63 0.46
Unknown 16 7.7% - -
Education 0.311 0.871
High school diploma 28 13.5% 4.20 0.71
Associate degree 28 13.5% 4.38 0.59
Bachelor degree 136 65.7% 4.29 0.75
Master degree 7 3.4% 4.12 0.56
Unknown 8 3.9% - -
Length of service 0.137 0.711
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Characteristics N Percentage  Mean SD F Sign.
2-10 years 178 86% 4.27 0.73
>10 years 29 14% 4.32 0.74

The analysis of ANOVA reveals that there is no significant differences in affective commitment to
change scores based on the characteristics of gender, age, education, and length of service.

3.2 Regression Analysis

Table 2. Results of Multiple Hierarchical Regression (N=207)

Variable r R2 AR2 Sig B Sign.
Stage 1 0.404*  0.163 0.163 0.000* - -
Change Self-efficacy 0.404*  0.000**
Stage 2 0.445*  0.198 0.035 0.003* - -
Change Self-efficacy 0.398*  0.000**
Transformational Leadership 0.188*  0.003**

**significant at 1.0.s p< 0.01 (one-tailed)

A two-stage multiple hierarchical regression was conducted to analyze and compare the contribution
of each independent variable to affective commitment to change, after controlling the other variable. The
hierarchical multiple regression reveals that in stage one, change self-efficacy contributed significantly to the
regression model, F(1,205) = 39.890, p<0.01. This accounts for 16.3% of the variation in affective commitment
to change. The introduction of the transformational leadership variable explained an additional 3.5% of the
variation in affective commitment to change. This change in R2 was significant, F (1,204) = 8.968, p<0.01.
When both independent variables were used in stage two of the regression model, both change self-efficacy,
and transformational leadership were significant predictors of affective commitment to change. Together, both
independent variables explained 19.8% of the variation in affective commitment to change. The most important
predictor of affective commitment to change was changing self-efficacy, which independently explained 16.3%
of the variation in affective commitment to change.

4. Discussion

The results show that transformational leadership has a significant effect on affective commitment to
change. This finding is consistent with previous studies conducted by Herold et al., (2008); Chou (2013) and
Shin et al., (2015). This study also shows that change self-efficacy has a significant effect on affective
commitment to change, which which is also consistent with previous studies (Herold, Fedor, and Caldwell,
2007). However, the results of this study are more specific than the results produced by Herold, Fedor, and
Caldwell (2007), as this study specifically measures the affective dimension of commitment to change, and in
doing so, has demonstrated the role of change self-efficacy as a predictor of affective commitment to change.

This study also reveals that change self-efficacy serves as a more significant predictor of affective
commitment to change, when compared to transformational leadership. In this regard, an employees’ belief
that they are able to effectively manage change actually contributes to their proven ability to manage change.
The study concludes that self-efficacy is essential for successful change to occur. This condition is similar to
psychological empowerment (Spreitzer, 2007), which consists of a sense of meaning, determination,
competence and impact, that has a positive effect on affective commitment to change (Mangundjaya, 2014).

These findings support the criticisms of Herold, Fedor, and Caldwell (2007) which suggests that
practices and studies in change management have tended to ignore the role of individual differences. It is
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therefore evident that individual differences, particularly change self-efficacy, have a stronger role in building
affective commitment to change than leadership factors. Moreover, affective commitment to change is the best
to predict the efforts of employees when supporting organizational change (Herold et al., 2008).

However, further study is needed to identify the relationship between demographic characteristics and
affective commitment to change. This study is limited as it focused only on financial institutions, and as a
result, the study cannot be generalized. In addition, this study was conducted using self-reports, which increases
the potential for bias in the results (Podsakoff, 2003).

5. Conclusion

This study concludes that change self-efficacy and transformational leadership are predictors of affective
commitment to change. Also, change self-efficacy has a greater impact than transformational leadership on
affective commitment to change in employees. Based on these findings, together with the limitations of the
study, future research should examine different industries and use additional methods of predicting affective
commitment to change, to gain a more comprehensive understanding of the phenomenon.
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ABSTRACT

Objective — Organizations nowadays have to change and adjust themselves with the changing external environment in
order to survive in the globalization era. This change requires a high affective commitment to change from its
employees. The purpose of this study is to examine the impact of psychological capital and psychological
empowerment on employee’s affective commitment to change.

Methodology/Technique - Respondents were 242 employees of Indonesian financial institutions
which have undergone organizational changes. Data collection tools were Commitment to Change Inventory,
Psychological Empowerment, and Psychological Capital, and was analysed using regression analysis.

Findings — Findings indicated that a positive and significant impact of psychological capital and psychological
empowerment on affective commitment to change. This study also found that psychological capital hasa more
significant influence on affective commitment to change than psychological empowerment.

Research limitations/implications - The implications of the study can be used for managing change better, such as
developing confidence in people by developing both psychological empowerment and psychological capital.

Originality/value - Results are essential for managing change better, such as developing confidence in people by
promoting both psychological empowerment and psychological capital.

Type of Paper: Empirical

Keywords: Affective Commitment to Change; Psychological Capital; Psychological Empowerment; Organizational
Change; Financial Institutions.
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1. Introduction

Globalization today is inevitable, the implementation of the ASEAN Economic Community or familiarly
called MEA had also affected the financial sector in Indonesia (Prasetyo, 2014).
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Pressures from the external environment described above made the organization needed to do some
changes in order to survive and developed better in the globalization (Palmer, Dunford, and Akin, 2009).
However, previous studies showed that 70-90% of the change programs were not successful (Fulcher, 2013),
and people were said as one of the most important factors (Robbins, 2013). In this regard, people should have
the commitment to change (Mangundjaya, 2016). Herscovitch and Meyer (2002) describe affective
commitment to change in the organization as a desire within the individual to provide support for change on
the basis of a belief that change can be good for the organization. From the three dimensions of commitment
to change, affective commitment to change is considered to be the most important among the others
(Herscovith & Meyer, 2002; Parish et al., 2008). According to Herscovitch and Meyer (2002), affective
commitment to change can become the representative of the commitment to change.

Individual’s commitment to change is inseparable from their characteristics (Mangundjaya, 2014).
Luthans, Youssef, and Avolio (2007) described a concept of the positive characteristics that individuals have
in achieving target and facing the changing situation, as psychological capital. Luthans, Youssef, and Avolio
(2007) define psychological capital as an individual's positive psychological state of development and
characterized by people having confidence to take necessary effort to succeed in performing tasks, to make a
definite attribution about succeeding now and in the future, and has adversity attitude to bounce back to attain
success. There are four dimensions of psychological capital, namely a) self-efficacy, self-confidence in
individual’s ability to drive motivations, cognitive sources, and actions to successfully perform a task in a
particular context (Stajkovic and Luthans, 1998), b) optimism, a condition in which individuals attribute
events positively (Seligman, 2011) c) hope, individuals favourable motivational condition and determination
to start and keep effort in reaching a goal (Snyder, 2000), and d) resilience, a capability to recover from
misery, conflict, failure, that a person experiences (Luthans, 2002).

The similar characteristics of psychological capital have developed by Spreitzer (2007) which was called
psychological empowerment. Both are the positive characteristics of the individual and considered mutually
supportive of each other as to their influence on organizational change. Psychological empowerment
emphasizes on controling the environment and competence (Spreitzer, 2007). Spreitzer (2007) defines
psychological empowerment as a set of psychological states which are necessary for people to feel a sense of
control of their work. Psychological empowerment is explained Spreitzer (2007) as a motivational construct
manifested from four dimensions, namely a) meaning, as the value owned by employees in the goals or
targets to be achieved, b) competence, as a trust owned by the individuals about their ability to perform
correctly and competently, c) self-determination, is an individual's view of themselves about the choice to
initiate, and d) impact as the degree to which the individual feels that one is capable of influencing the work.

Meanwhile, psychological capital is not about control, but about the four characteristics (self-efficacy,
optimism, hope, and resilience) that can be used in managing change. The objective of this study was to test
the impact of psychological capital and psychological empowerment on affective commitment to change and
to identify which one of the two had a stronger impact on affective commitment to change.

People who have high psychological capital which consisted of hope, self-efficacy, resilience, and
optimism, are assumed to be having more positive attitude and behavior toward organizational change
(Luthans, 2002) as they are confident in facing the organizational change. Meanwhile, people who have high
psychological empowerment, which have a high feeling of competence, meaning, determination and impact
will also be ready to face the changes (Spreitzer, 2007). Based on these, the following hypotheses were
developed:

Hypothesis 1: Psychological capital had a positive impact on affective commitment to change.

Hypothesis 2: Psychological empowerment had a positive impact on affective commitment to change.

Individual readiness for change is related with the commitment to change (Mangundjaya, 2013) and based
on Lizar, Mangundjaya, and Rachmawan (2014) findings, showed that psychological empowerment had a
more significant impact on individual readiness for a change compared with psychological capital. Based on
these, the following hypothesis as follows:
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Hypothesis 3: Psychological empowerment had greater positive impact on affective commitment to
change compared with psychological capital.

Methods
Participants

The respondents of the study were employees who worked at banking and non-banking financial
institutions in Jakarta and surrounding areas, which have been conducted organizational changes.
Respondents consisted of 242 permanent employees who have worked for at least two years and had the
educational background at least graduated from Senior high school. The profiles of the participants are as
follows: The majority of male (N 176, or 72,7%), within the range of age 25-44 years old (32.2%), had a
bachelor degree (68.6%) and had been working in the company between 2-10 years (86.7%). The complete
profile of the respondents can be seen in Table 1.

Table 1. Demographic of Respondents

o Frequency Percentage (%)

Respondent Characteristic
(N=242)

Women 66 27.3%
Gender

Men 176 72.7%

<25 years old 78 32.2%
Age 25-44 years old 150 62%

>44 years old 14 5.8%

High School 30 12.4%

D3/D4 (Diploma) 31 12.8%
Education

S1 (Bachelor) 166 68.6%

S2 and S3 (Master & PhD) 15 6.1%

Years 210 86.7%
Lengths of Work

>10 years 32 13.3%

Data Collection

Data was collected using three instruments as follows: a) Affective Commitment to Change adopted from
Herscovith and Meyer (2002) which had been translated into Bahasa Indonesia by Mangundjaya (2013), b)
Psychological Empowerment adopted from Spreitzer (1995) which had been translated into Bahasa Indonesia
by Mangundjaya (2014), and c¢) Psychological Capital from Luthans, Youssef, and Avolio (2007) which
translated by Mangundjaya (Lizar, Mangundjaya, & Rachmawan, 2015).

Data Analysis

The data were analyzed using SPSS (Statistical Package for the Social Science) software and analyzed
using regression analysis.
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Results
Regression Analysis

The following table 1 showed the Results of Regression Analysis (Psychological Capital and
Psychological Empowerment on Affective Commitment to Change).

Table 1: The results of regression analysis

Standardized r R2 Sig (p)
Coefficient
Psychological Capital .360 .360** 130 .000**
Self-efficacy .305 .305** .09 .000**
Optimism 330 .330** 10 .000**
Hope .345 345** A1 .000**
Resilience .368 .368** A3 .000**
Psychological Empowerment 332 .332** A1 .000**
Meaning .348 .348** A2 .000**
Competence 332 .332** A1 .000**
Self-determination 220 220%* .04 .000**
Impact 242 242 .05 .000**
Psychological Empowerment
+ Psychological Capital 376*> 141 000>
Psychological Empowerment 152 AR2 = 011 079
Psychological Capital 252 AR2 = .031 .004*

F=19.631

*significant at LOS .05 (one-tailed)
**significant at LOS .01 (one-tailed)

Findings showed that there was a positive and significant correlation between psychological capital and
affective commitment to change, r = 0.36, p <0.01 (one-tailed). Psychological capital had a significant
impact on the affective commitment to change (f = 0.36 p = 0.00 p <.01). Each of the four dimensions of
psychological capital had also a positive and significant impact on affective commitment to change.
Resilience dimension had the greatest impact (f = 0.368 p = 0.00 p <.01), while self-efficacy had the least
impact on affective commitment to change (§ = 0.305 p = 0.00 p <.01).

There was a positive and significant correlation between psychological empowerment and affective
commitment to change, r = 0.332, p <0.01 (one tailed), psychological empowerment had a significant
influence on the affective commitment to change (f = 0.332 p = 0.000, p <.01). Each of the dimensions of
psychological empowerment had a positive and significant impact on affective commitment to change.
Meaning had greatest effect (B = 0.348 p = 0.00 p <.01), while self-determination has the least impact on
affective commitment to change (B = 0.220 p = 0.00 p <.01).
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The result also showed that psychological capital and psychological empowerment both had significant
impact on the affective commitment to change (R2 = 0.141, F = 19.631, p = 0.00). The amount of change in
affective commitment to change variance due to the influence of psychological capital is 0.031, with the
coefficient beta of psychological capital 0.252 and the significance 0.004 (AR2 =0.031, = 0.252, p = 0.004,
p <.01). Meanwhile, the amount of change due to the influence of psychological empowerment is 0.011 with
the psychological empowerment beta coefficient 0.152 and the significance 0.079 (AR2 =0.011, § =0.152, p
= 0.079, p> .01). Based on this calculations, it can be said that psychological capital had a greater value of
influence than the psychological empowerment on affective commitment to change.

Discussion

The result showed a positive and significant impact of psychological capital on affective commitment to
change. This result supported the previous study by Naotunna (2015), who found that psychological capital
had a positive correlation with affective commitment to change. This finding was also in line with Avey,
Wernsing and Luthans (2008) that showed psychological capital positively correlated with positive emotions
and behaviors in the organization, which are considered relevant and necessary for individuals in the change
process. Findings also showed that psychological empowerment had a positive impact on affective
commitment to change. These findings supported Mangundjaya (2014) which suggested that psychological
empowerment plays a vital role in developing employee’s commitment to change. Results also showed that
psychological capital had a more significant influence on affective commitment to change compared with
psychological empowerment. This finding was not in line with the research by Lizar, Mangundjaya, and
Rachmawan (2014) where psychological empowerment had more influence than psychological capital to
individual readiness for change. The impact of individual readiness for change cannot be generalized in the
level of commitment to change. Commitment to change is the most important in managing organizational
change successsfully (Mangundjaya, 2013). It is more than just ready to face changes, but consistently being
bound by it. In the globalization era, it is needed more than just focus on the ability of work, but also the
positive personal characteristics of individuals who emphasize self-development and definite attribution as
there is described well in psychological capital (Luthans, Youssef, and Avolio, 2007). From this findings,
future study should be conducted.

The results also showed differences between banking and non-banking financial institutions. In banking
institution, psychological empowerment had the more significant influence; meanwhile, in a non-banking
institution, psychological capital had the greater impact on employee’s affective commitment to change.
These findings were interesting and might be due to the types of jobs and organizational culture of each
organization.

There were some limitations in this research. First, it cannot be generalized to all company sectors, as this
research only applies to financial institutions. Second, data collection based on self-report, which might have
common method biases (Podsakoff, MacKenzie, Lee, & Poodsakoff, 2003), as a result, further studies should
be conducted using different types of data collection tools. New research is also expected to explore each
dimension of psychological capital and psychological empowerment which in this study only discussed a
little. Results also showed that both the influence of each of psychological capital and psychological
empowerment on affective commitment to change is still smaller than the percentage variance of other
factors, indicating that various other factors that might contribute on the affective commitment to change.
Thus, it is necessary to continue the research, explore more about the impact of other factors on affective
commitment to change.

Conclusion

From this study, it can be concluded that there is a positive and significant impact of each psychological
capital and psychological empowerment on affective commitment to change. The higher the psychological
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capital, the higher will be employee’s affective commitment to change. The same can be summed up in the
psychological empowerment, the higher it is, the higher the affective commitment to change the person has.
When compared both, psychological capital showed a greater impact on affective commitment to change
than psychological empowerment.
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