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The Mediating Role of Affective Commitment in Perceived Organizational 

Support and Readiness for Change 

 

Abstract— The study aimed to explore the relationship between perceived organizational 

support and readiness for change mediated by affective commitment. The empirical data 

was collected from 144 non-probability convenient samples of the government employees 

from various levels and positions. Readiness for change was measured using the Readiness 

for Change Scale, how much support employees felt they got from their organization was 

assessed using the Survey of Perceived Organizational Support, and an Affective 

Commitment subscale was used to measure employees' affective commitment. The study 

results showed that perceived organizational support improves employee readiness for 

change as a consequence of the mediation of affective commitment. Employees who 

perceive their organization as supportive will have a higher positive emotional attachment 

to the organization and a more positive response to the change process in their 

organization. Additionally, this paper discusses the theoretical and methodological 

implications of these findings and offers direction for the future research in this area.  
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Introduction 

To remain effective, all organizations must continually improve (Immordino, 2014). This 

applies to public sector organizations as well. Government employees at all levels are subject to 

the internal and external pressures that demand change. One of the significant changes in public 

institutions is the government effort to minimize corruption. Institution X is responsible for 

minimizing the illegal use of controlled substances through a preventive program and law 

enforcement referrals (National Narcotics Board Republic of Indonesia official website, 2018). 

At the time of the study, this institution employed 4.843 civil-service employees, 36,5% (1,766 

people) of whom were also members of the Indonesian National Police force. Five members of 

the Indonesian National Army also worked at Institution X (National Narcotics Board Republic 

of Indonesia, 2018). 

 

After the issuance of Government Regulation No. 11 of 2017, all public institution implemented 

open selection for top management positions. Because of this, employees no longer need a long 

service record to be promoted. Employees who passed a competency test are eligible to fill a 

position regardless of their tenure seniority level. This regulation promised greater transparency 

for management processes.  

 

More than 20% of the line management at Institution X have a military background. This change 

was implemented in a considerably short period. The average frequency of leadership changes 

in structural position in the last five years (2014-2018) is more than 60%, while the job rotation 

in general increases more than 40% (National Narcotics Board Republic of Indonesia official 

personnel management information system website, 2018). 
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In 2014, the Indonesian government issued act No. 5 about Aparatur Sipil Negara. This 

regulation encouraged government employees to become agents of change in the context of the 

bureaucratic reforms aimed towards professional governance and support for technological 

innovation. Consequently, Institution X has implemented more effective and efficient work 

methods. Employees have become involved in new programs financed by new funding sources, 

and they are compelled to take part in new work arrangements. 

 

Fontaine, Haarman, and Schmid (2006) emphasized that organizational change occurs at various 

levels to increase organizational effectiveness. For the public service process to not be 

negatively affected by rapid change, organizations must ensure that employees are well prepared 

to deal with change. Readiness for change (RFC) has been defined as “a comprehensive attitude 

that is influenced simultaneously by the content (i.e., what is being changed), the process (i.e., 

how the change implemented), the context (i.e., circumstances under which the change is 

occurring), and the individuals (i.e., characteristics of those being asked to change) involved.” 

(Holt, Armenakis, Harris, & Feild, 2007, pp. 235.) RFC is reflected in employees’ beliefs, 

attitudes, and intentions regarding the level of change needed and the organization’s capacity to 

implement it successfully (Armenakis, Harris, & Mossholder, 1993).  

 

Perceived organizational support (POS) is the extent to which employees feel that their 

organization values their contributions, cares about their well-being, and fulfills their needs. 

Previous research has found that employees’ POS levels can be used to predict RFC (Eby, 

Adams, Russell, & Gaby, 2000). Employees who perceived their work environment as 

providing high levels of support reported also reported high levels of RFC (Weber & Weber, 

2001). According to Allen & Meyer (1990), when the employees gave their organization a high 

POS score, it was an indication of their feeling that the organization valued their contribution. 

These employees felt their well-being was taken into consideration and their efforts were 

appreciated. Supportive organizations were also evaluated as caring about employees’ general 

work satisfaction and having a willingness to respond to employee complaints. When employees 

perceive their organization as supportive, they pay attention to the need for changes in the 

organization/ and they have a willingness to follow through on those changes. However, 

employees will only support changes they consider to be legitimate and rational (Self, 

Armenakis, & Schraeder, 2007). According to Ming-Chu and Meng-Hsiu (2015), POS has a 

significant relationship with RFC in employees. The employees with high POS scores will be 

the ones who are best prepared to deal with organizational change (Madsen, Miller, & John, 

2005). 

 

Employee POS is characterized by a belief that the organization intends to promote a conducive 

work environment that supports employee welfare (Eisenberger, Huntington, Hutchison, & 

Sowa, 1986). The POS requires significant input from tan organization to trigger social 

exchange in the workplace so that employees are willing to participate actively and support the 

organizational change (Rhoades, & Eisenberger, 2002). When employees feel supported by their 

organization, they are much more likely to believe that the company cares about their well-being 

(Self, Armenakis, & Schraeder, 2007). Since employee attitudes, beliefs, behaviors, and 
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intentions are a necessary component of organizational change (French, Bell, & Zawacki, 2004), 

we can propose that POS is positively related to RFC. 

 

AC is described as the strength of identification, emotional attachment, and involvement that 

employees have for their organization (Neves, 2009). This particular dimension of 

organizational commitment has been hypothesized to be strongly related to various critical 

organizational phenomena, such as rotation and various aspects of negative, including refusing 

to adapt to change. Research by Kwahk & Lee shows that committed employees are more ready 

and actively involved in an organizational change initiative. This result underscores the fact that 

committed employees are a crucial resource to ensure that ongoing changes do not negatively 

affect the overall functioning of an organization (Kwahk, & Lee, 2008). An employee with high 

AC would feel as if their organization's problems were their own and that their organization is 

a part of their family. Additionally, they feel emotionally attached to the organization and would 

be glad to spend the rest of their career there because the organization has a great deal of personal 

meaning for them (Eisenberger, Huntington, Hutchison, & Sowa, 1986). Moreover, employees 

with strong AC see value in change initiatives, and they are willing to do what the organization 

asks of them, such as extra work, and engage in activities to ensure successful change. 

 

AC plays a vital role in accepting, behaving, and reacting positively to organizational change. 

A person with a high organizational commitment is gladder to accept organizational change 

(Morin, Meyer, Bélanger, Boudrias, Gagné, & Parker, 2015). Additionally, they want to make 

more effort on behalf of the organization. The committed employee feels psychologically bound 

to and identified with their organization, and they internalize the organization’s values and goals 

(Meyer & Allen, 1997). Employees who have a stronger commitment to the organization will 

be more likely to be involved in pro-change behavior and tend not to be involved in anti-change 

behavior (Peccei, Giangreco, & Sebastiano, 2011). Moreover, individuals with a high affective 

commitment have also been shown to have a more positive view of organizational events and 

their work environment compared to individuals with a lower affective commitment level 

(Meyer & Allen, 1997). Recent research in a sustainable specific environment has explored how 

POS influences employees’ pro-environmental behavior at work (Paillé, & Raineri, 2015). 

Another study in organizational behavior shows that POS increases commitment to fellow 

employees, which in time affects job performance, group cohesion, and extra-role behavior 

(Bishop, Scott, & Burroughs, 2000). An organization's efforts to make their employees realize 

that they are appreciated results in higher levels of employee AC, because when employees have 

a sense of organizational support, they will make extra efforts to reach organizational goals 

(Muneer, Iqbal, Khan, & Long, 2014). 

 

The positive association between POS and RFCis well-documented in the literature. (Ming-Chu 

& Meng-Hsiu, 2015; Aarons, Ehrhart, Farahnak, & Hurlburt, 2015; Buick, Blackman, 

O’Donnell, O’Flynn, & West, 2015; Fuchs & Prouska, 2014; Heyden, Fourné, Koene, 

Werkman, & Ansari, 2017; Kirrane, Lennon, O’Connor, & Fu, 2016). The relationship between 

AC and RFC been found to be significant as well (Morin et al., 2015; Malik, & Garg, 2017; 

Shin, Seo, Shapiro, & Taylor, 2015). 
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An organization such as Institution X, which tends to experience rapid internal changes is a 

perfect environment for examining how POS and AC play a role in employees’ readiness for 

organizational change. However, previous studies have not included AC as an aspect of the 

POS–RFC relationship, leaving a gap which invites further investigation. Therefore, this 

research aims to integrate the relationships among these variables. 

 

 

 

 

 

 

 

 

 

 

Fig. 1. POS – AC – RFC Mediation Model 

 

Methods 

Participants 

The data was collected from participants working in 39 different work units in 19 different 

Indonesian provinces to ensure having a representative sample of diverse work environments. 

An online and paper-based questionnaire was sent to various governments’ employees. There 

was a total of 144 respondents who had worked for Institution X for at least a year. Sixty-eight 

percent of the participants were female, and 32% were male. The ages of the participants ranged 

from 23 to 57 years old (M = 34.38, SD = 6.49), their length of employment extended from 1 to 

35 years (M = 8.17, SD = 6.53). The participants’ education level varied from bachelor’s degree 

(70.83%), master’s degree (13.19%), other diploma (9.03%), to high school graduate (6.94%). 

The participants’ job status was categorized as functional (50%), general functional (36.11%), 

or managerial (14.58%). 

 

Research Design and Procedure 

This research took the form of a cross-sectional design using quantitative methods. The 

variables included POS (independent variable), RFC (dependent variable), and affective 

commitment level (mediator variable). The sampling technique was non-probability convenient 

sampling. The study questionnaire was a self-report survey consisting of three measurement 

instruments adapted and administered in Bahasa Indonesia. The respondents were also asked to 

provide demographic data consisting of age, gender, work tenure, educational background, and 

employment level.  

 

The survey was posted on various social media websites with a link to an online web-hosted 

survey. Out of the 50 online questionnaires received, only 44 were included in the analysis. The 

researcher also distributed 120 paper-based questionnaires to participants, of which 100 copies 

were completed and returned, for a response rate of 84.70%.  

 

 

Perceived 

Organizational 

Support 

Readiness for 

Change 

Affective 

Commitment 
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Measurement Instruments 

POS was assessed using the Survey of Perceived Organizational Support (Eisenberger, 

Huntington, Hutchison, & Sowa, 1986) adapted from Baliartati (2016). The survey consists of 

eight items, which use a six-point Likert scale for respondents to indicate how much they agreed 

with each statement). A higher score indicates a higher level of employee POS. The internal 

consistency for the survey using Cronbach’s α was 0.71. 

 

The Readiness for Change Scale (Hanpachern, 1997) adapted by Yuniarti (2017) was used to 

measure employees’ RFC. The scale has fifteen items about the respondents’ “willingness to be 

a part of a change program." Items are answered using a six-point Likert scale ranging from 1 

(‘strongly disagree’) to 6 (‘strongly agree’). High scores on the scale are indicative of a high 

level of change readiness. The internal consistency for the RFC Scale using Cronbach’s α was 

0.83. 

 

The Affective Commitment Subscale of the Commitment Scale (Allen, & Meyer, 1990) adapted 

by Ersya (2016) was used to assess the employees’ degree of affective commitment. The 

subscale consists of six items regarding being happy to spend the rest one’s my career with one’s 

organization. Respondents reported their level of agreement on each item by making a choice 

on a 6-point Likert scale (1 = strongly disagree, 6 = strongly agree). The internal consistency 

for the AC Scale using Cronbach’s α was 0.74. 

 

Data Analysis 

Descriptive statistics were performed to explore the respondents’ demographic data. The 

Pearson product moment correlation coefficient was used to analyze the correlation between 

variables. A simple mediation model was run in SPSS 24.0 to test the research hypothesis. 

 

Results 

Descriptive Statistics and Correlations 

The researchers wanted to ascertain whether demographic variables had a significant 

relationship with employee readiness for change. Table 1 summarizes the statistical analysis 

results. 
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Table I. Means, Standard Deviations, and Correlations for the Study Variables 

 M SD 1 2 3 4 5 6 7 8 9 

1 Level 1,15 ,35 1         

2 Gender ,32 ,47 ,077 1        

3 Work        

   tenure 
1,46 ,50 ,488** -,062 1       

4 Education     1,18 ,69 ,303** ,146 ,246** 1      

5 Age 1,33 ,52 ,268** ,055 ,252** ,265** 1     

6 Work unit 1,40 ,49 -,249** -,006 ,488** -,131 -,013 1    

7 RFC 4,72 ,07 -,233** -,169* ,404** -,001 -,140 ,508** 1   

8 POS 3,87 ,11 -,076 ,151 ,265** -,003 ,025 ,411** ,755** 1  

9 Affective  

 

commitment 
4,75 ,12 -,029 ,174* ,215** ,038 -,009 ,297** ,825** ,790** 1 

a.**. Correlation is significant at the 0.01 level (2-tailed). 
*. Correlation is significant at the 0.05 level (2-tailed). 

 

As Table 1 shows, two of the demographic variables in this study have a significant correlation 

with RFC--work tenure (R = -.02, p < 01) and work units (R = .03, p < .01). Therefore, these 

two variables are included in the analysis as controls. Additionally, Table 1 shows that POS and 

RFC have a positive and significant correlation. This pattern of relationship is also shown 

between AC and RFC and POS and AC. 

 

Mediation Analysis 

Although POS is positively related to RFC (Buick, Blackman, O’Donnell, O’Flynn, & West, 

2015) whether AC mediates that relationship has not yet been clarified. According to Bakari, 

Hunjra, & Niazi, looking at affective commitment as a mediator in the POS–RFC relationship 

is recommended to improve understanding of the mechanisms through which organizational 

support influences the change process (Bakari, Hunjra, & Niazi, 2017). Testing whether AC 

played a role as a variable mediator in the POS-RFC relationship, a mediation analysis was used 

(Hayes, 2013). The hypothesis that AC mediates the effects of POS on RFC, was supported 

(Effect = .29, SE = .06, CI [.18, .42]). The indirect effect significance used 10,000 bootstrap 

samples. Figure 2 shows the estimated coefficients between each path in the model. 

 

 
 

Fig. 2. Statistical Model of Affective Commitment as a Mediator in Perceived Organizational Support 

and Readiness for Change  
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Discussion and Conclusion 

We inferred from the results of the mediation analysis, that there is a mediation role of affective 

commitment in the relationship between POS and RFC (Figure 2). This result is supported in 

several previous studies that mention AC as the mediator between POS and RFC relationship. 

 

POS has a positive and significant relationship with RFC. This result shows that the higher the 

POS by an employee, the higher the employee's RFC. When employee POS is high, they believe 

that the organization cares about and respects them, the employees will support an 

organization’s change programs as long as the reason for the change is legitimate and rational 

(Self, Armenakis, & Schraeder, 2007). This is also supported by Ming-Chu & Meng-Hsiu 

(2015) research, which found that POS has a significant effect on RFC. When the employee 

POS levels are high, they will have better resources to deal with organizational changes. 

 

We concluded that there is a significant positive relationship between POS and AC. In other 

words, when employees are treated well, they will have a more positive approach and a deeper 

commitment to their work organization [22]. This result is congruence with the idea that more 

an organization supports its employees, the more the emotionally invested the employees will 

be. Third, the results of the study show that affective commitment is significantly related to 

readiness for change. Meyer & Allen stated that individuals who are very committed to the 

organization tend to see the work environment more positive contrasted with a lower level of 

commitment (Meyer, & Allen, 1997). Hence, those with the higher level of commitment 

expected to have a friendlier attitude and more positive perceived organizational support 

towards change, regardless of their impression on change benefits and their actual involvement 

in the change process. 

 

Fourth, affective commitment acts as a mediator in the relationship between perceived 

organizational support and readiness for change. The existence of affective commitment can 

mediate the effect of the perceived organizational support towards readiness for change. The 

employee who perceived the organization well supports them has a higher positive emotional 

attachment to the organization, which then results in more positive responses toward the change 

process in their organization. 

 

The conclusion of this study shows that AC mediates the relationship between POS and RFC. 

This result shows that POS not only affect RFC directly but also indirectly through AC. The 

POS received by employees in the workplace will make employees feel that the organization 

highly respects [11] and pays attention to every employee’s effort (Kwahk & Lee, 2008) and 

their achievement and the organization pay attention to employees’ complaints (Eisenberger, 

Huntington, Hutchison, & Sowa, 1986). Support provided by the organization will run more 

effectively (Muneer, Iqbal, Khan, & Long, 2014) if the employee has an affective commitment 

in each process so that later it will make employees have the readiness to face organizational 

changes (Kwahk & Lee, 2008). If POS in the workplace is applied by increasing AC, the 

employee will increase RFC further. The results of this study point to increasing organizational 
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support to increase employees’ levels of commitment to the organization and to improve 

employee readiness to follow through on organizational changes (DeConinck & Johnson, 2009) 

 

This study would benefit from in-depth qualitative analysis to ascertain more about employees 

sociopsychological connections with their organizations. Qualitative methods may elicit 

specific recommendations for organizational change. A longitudinal research design is 

suggested for future study to explore how affective commitment develops over time. 
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