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Individual Readiness for change (IRFC) is a critical topic that concerns organizations around the globe as a 

response to the continuous changes in the market. Lack of extant literature and limited evidence from the UAE 

make this study a significant contribution to the literature. This paper aims to explore the management role in 

promoting IRFC by testing the level of employees’ readiness through Armenaki’s Perceptions Model (Self-

efficacy, Personal Benefit, Discrepancy, Appropriateness, and Principal Support). Using a quantitative 

approach, an online survey was conducted among full-time employees of an automobile company with an 

ongoing change. The sample included 180 employees. Findings of the study show positive employees 

perceptions of IRFC. Self-efficacy was found to be the most important factor that influences IRFC in the 

automotive industry in the UAE. Managerial implication of the findings provides a guideline on how to increase 

IRFC. Techniques recommended aim to enhance employees’ perceptions towards self-efficacy, personal benefit, 

discrepancy, appropriateness, and principal support, which in return will influence the success of the change 

plan. 

 

1. Introduction 
1.1 Background  

Nowadays, the business arena is facing intense changes that have an actual impact on organizational 

performance and profitability. Those market changes leave the organization with no choicebut to adapt. These 

changes referred to as driving forces according to Kurt Lewin’s Change Model (Glinow and McShane, 2009). 

Recognizing those forces means recognizing the need to change or adapt new practices that take the 

organization into a new state. In fact, the implementation of new practices is highly challenging because of 

many reasons and the most familiar one is resistance. Kurt Lewin, a social psychologist, proposed 

Organizational Change Model. This model helps in understanding the process of change and effectively 

managing the change. According to Drenzky, Egold, and Dick (2012, cited in Riddell and Røisland, 2017), 

change can be managed successfully when change agents know how to unfreeze the current situation by 

increasing employees’ readiness to change, which is a stage of Kurt Lewin’s Model. Schlesinger (1979, cited in 

Riddell and Røisland, 2017) argued that change strategies fail because of the strong resistance resulted from the 

un-effective unfreezing plan. It is obvious here that resistance requires planned readiness to change. Kotter 

(1979, cited in Fugate and Kinicki 2012) created six strategies in order to overcome resistance. These strategies 

prepare employees for the change (readiness to change). Effective communication, involvement, support, 

negotiation, manipulating and coercion are together forming the core of these strategies. Therefore, the 

challenge in any organizational change is the implementation stage (unfreezing) and precisely in creating a 

readiness to change. An effective change requires employee willingness to implement change. Employee 

perception of change must be favorable in order to ensure change is managed effectively. In addition, the auto 

mobile industry plays a crucial role in UAE’s economy and in sync with the evolutionary electrical changes that 

are happening currently, automotive corporations should be ready for change. For this very reason, managers 

must prepare employees to accept changes in order to successfully implement change strategies. This research 

intends to provide a guideline for managers on how to promote individual readiness for change and emphasizes 

uponmanagement role in promoting individual readiness for change (IRFC). This study is novel as it is one of 

the first researches, which analyzes management role in IRFC in the UAE and precisely in the automotive 

industry. This study will help organizations avoid failure and provide a sustainable competitive advantage by 

continuously promoting readiness to change.  

 

2. Literature Review 
2.1 What is Readiness to Change? 

Resistance is the main challenge in change management. Armenakis et al. (1993, cited in Haffar, Al-Karghouli, 

Irani, Djebarni and Gbadamosi, 2016) concluded that organizations fail in implementing change due to the low 

level of readiness to change. Riddell and Røisland (2017) stated that most researchers have always connected 

readiness with resistance (Kotter & Schlesinger, 1979; Coch& French, 1948; Lawrence, 1954). Also, 
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Armenaki’s et al (1993), explained that readiness to change and resistance are the same phenomena viewed from 

different perspectives. Change readiness has been defined by Riddell and Røisland (2017) through the 

understanding of Lewin’s Model, precisely the unfreezing stage as the degree to which organizational members 

are aware of the need for the change through shared or individual beliefs, intentions and attitudes besides the 

degree to which the organization is able to implement a successful change plan. In other words, change 

readiness is created by reducing or eliminating resistance. Scholars have defined readiness based on its origin, 

meaning, some think that readiness is originated from the individual level and others think it is from a group 

level. According to Haffar, Al-Karghouli, Irani, Djebarni, andGbadamosi (2016), readiness to change occurs at 

micro and macro levels. Eby, Adams, Russell, and Gaby (2000) define individual readiness for change as the 

perception of individuals towards the degree of his/her organizational commitment to the change. Griffiths, 

Jimmieson & Jones (2005) stated that individual readiness refers to the positive view that employees have in 

their minds towards the change and positive belief that this change will benefit them and the organization. On 

the other hand, group readiness for change is defined by Weiner (2009) as “organizational members’ change 

commitment and self-efficacy to implement organizational change”. However, both levels (individual and 

organizational) are highly correlated and should be considered by the change agent. This study is concentrated 

on the individual level only. 

According to Riddell and Røisland (2017) changing the individual attitude, believes and intentions are similar 

to changing the organization’s and that is because those individuals are socially interacting with and  influencing 

each other. Individual beliefs can influence the overall beliefs of the organization with effective communication. 

That is why scholars worked on building strategies that minimize resistance through communication, coercion, 

negotiation, employees’ involvement, learning and managing stress (Glinow and McShane, 2009), but those 

strategies don’t work well without preparing employees for the change/ readiness for change, since ultimately 

individual readiness for change is crucial. Individual Readiness for change requires emotional and cognitive 

preparation for employees (Armenakis, Field and Harris, 2007).To implement change employees should be 

prepared and persuaded emotionally and rationally that this change is needed. Armenakis and Harris (2002) 

created two individual readiness for change models. First model, The Message Model, aims to create a process 

that promotes individual readiness for change. The second model is integrated with the message model that 

converts a message into action “The Strategy”. Notably, few articles represent Armenakis and colleagues’ 

model in its entirety. Given that Armenakis et al. (1993) and Armenakis et al.’s (1999) work has multiple 

constructs, few researchers have studied the models in their entirety. Instead, they have elected to focus on 

certain components of the models. 

 

2.2 Armenakis and Harris Models 

The Message Model focuses on the cognitive part and lacks the emotional part of change readiness (Armenakis 

and Harris, 2002). The model involves five perspectives that should be considered while communicating with 

employees. At the heart of Armenakis et al.’s (1993) Model of Readiness, lies the message of change. The 

message is intended to bring about a level of commitment from the employees in the organization regarding the 

change effort. Its purpose is to create five change sentiments characterized as; discrepancy, appropriateness, 

self-efficacy, principal support, and personal valence. Table 1 explains the five perceptions of The Message 

Model 

 
Table 1 Change Readiness Sentiments 

Sentiments Explanation 

Discrepancy  

This stage relies on communication strategy and delivering information to individuals. The message should create a 

sense of urgency. Employees are exposed to factors that impose change. Those factorsare evidenceof change urgency. It 

creates a cognitive image of the current and desired situation of the organization, which helps employees understanding. 

Appropriateness 
This perception refers to the idea that the proposed change is an appropriate solution for the present problematic 

situation. It also relies on communication that is why first two perceptions are categorized under the need for change.  

Self-efficacy 

It is related to individual thoughts on their ability to implement change. It is not enough to convince employees that 

suggested change is needed and appropriate; change agents should also convince them that they are capable of 

accomplishing the desired change.  

Principal 

Support  

This refers to an individuals perception that the organization will support them during the change process and will 

recognize/support their efforts. 

Personal 

Valence 

It refers to how employees weigh the benefits gained from this change. When a change has negative impacts on 

individuals’ jobs, resistance is more likely to increase.  
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Apart from these five, emotional aspect of change readiness which has been highlighted and studied by 

Rufferty, (2013), who added that emotional condition, should also be considered to increase employees’ 

readiness for change. For instance, Armenaki’s model can be used to help evaluate the main five dimensions and 

Rafferty’s emotional perceptions can also be considered as points to be observed or tested. Together, a 

consultant can collect information about the current cognitive and emotional situation and then he/ she will be 

able to measure employees’ readiness and set appropriate plan. The point here is that any change strategy 

requires a full understanding of the current behavior, attitude, believes and emotional status of the employees. 

Based on that, the management or change agent can find appropriate ways to introduce and communicate the 

new change to employees. Armenakis’s Model states that communication is extremely important. Therefore, 

management should not hide information under the excuse “this is too confidential or too sensitive to be told to 

employees”. To support this point, Glinow and McShane (2009) stated that one reason behind employees’ 

resistance is their lack of awareness towards the need for change resulted from management behavior of 

isolating employees from the external environment or internal reports. They also stated, on the other hand, that 

some organizations tend to expose their employees to such information in order to reduce their resistance and 

create readiness. Employees involvement and participation in change decisions increase their confidence and 

make them feel like they are part of the change process. Armenakis, Bernerth, Pitts, & Walker (2007) argued 

that when a human’s brain senses autonomy, it gives a rewarding feeling. In this study, researcher has proposed 

the following hypotheses based upon Armenaki’s model. Armenakis et al. (1999) recommend that organizations 

with ongoing change, should first asses employees change readiness, then plan for the appropriate change, after 

that conduct it smoothly, until the change has become permanent in the organization. Assessing employees’ 

readiness serves as diagnostic tool which assists the organizational leaders in determining where changes are 

needed in the message or communication strategies. For instance, are there certain groups of employees who 

have different beliefs about the change, or have the communication strategies have been consistent across 

divisions of the organization? Cole et al. (2006) reference Armenakis et al.’s (1999) assertions that the change 

sentiments are interactive and interrelated. 

H1: Employee perception of change readiness sentiments of the appropriateness of change, self-efficacy, 

principle support, personal benefits, and discrepancy is positive. 

H2: Change readiness sentiments of the appropriateness of change, self-efficacy, principle support, personal 

benefits, and discrepancy are interrelated. 

 

3. Research Methodology 
Data was collected through an online questionnaire. The study sample included full-time employees from 

different departments; sales, after-sales, and parts of an automobile company. Respondents have been contacted 

via phone to take their permission to complete the survey and survey link was sent via emails only. A total of 

180 completed questionnaires were fit for analysis. The main research instrument was a questionnaire. The 

questionnaire is divided into two sections. The first section has questions related to the profile of respondents. 

The second section contains twenty-nine questions divided into five sub-sections where each sub-section 

represents the Armenakis’ perceptions. The questionnaire is retrieved from an instrument developed by 

Armenakis, Bernerth, Pitts, & Walker (2007). Responses on the 29 items were collected on a five-point Likert 

scale with 1= strongly disagree to 5 =strongly agree. Reliability of the instrument was tested with the help of 

Cronbach’s alpha. Table 2 implies good to very good reliability for the scales. 
 

Table 2 Reliability Statistics 

Perception Cronbach's Alpha N of Items 

Self-efficacy .954 5 

Personal benefits .873 4 

Appropriateness .952 5 

Discrepancy .933 4 

Principal support .932 12 

 

Respondents profile as presented in Table 3, shows that75% of them were male with a relatively lower 

percentage of female respondents. More than 80% of the respondents belong to the age group of 26 years to 45 

years. Moving to education, 54.49% of the employees have bachelor degrees, 19.10% have a diploma, 11.80% 

have high school certificates, 8.99% have Master’s degree, 5.62% have a higher diploma and none have Ph.D. 

degree. The survey also asked employees about the number of years spent at the current company (tenure), 

26.67% spent between 3 to 5 years,23.33% spent between 11 to 15 years, 22.78% spent less than 3 years, 

22.22% spend between 6 to 10 years, 4.44% spent between 16 to 20 years and 0.56% spent more than 20 years. 

As for position, 71.11% of the sample is staff, 15.56% are line managers, 9.44% are supervisors, 3.33% are top 

managers and 0.56% is technical Managers. The survey was distributed in different departments; 48.89% are 

working at the after-sales department, 43.33% are at the sales department and 7.78% are at the parts departments 
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. Table 3 Sample Characteristic 

Characteristic Measure Characteristic Measure 

Gender 
Male  75.00% 

Tenure 

Less than 3 22.78% 

Female 25.00% 3-5 26.67% 

Age 

Less than 20 0.00% 6-10 22.22% 

20-25 7.22% 11-15 23.33% 

26-35 46.11% 16-20 4.44% 

36-45 35.00% More than 20 0.56% 

46-55 10.56% 

Position 

Top Manager 3.33% 

Above 56 1.11% Line Manager 15.56% 

Education 

High School 11.80% Technical Manager 0.56% 

Diploma 19.10% Supervisor 9.44% 

Bachelor 54.49% Staff 71.11% 

Higher Diploma 5.62% 

Department 

Sales 43.33% 

Masters 8.99% After-Sales 48.89% 

PhD 0.00% Parts 7.78% 

 

4. Findings 
Based upon the mean values presented in table 4, self-efficacy was the most significant contributor to IRFC 

(M=4.40, SD=0.82), followed by discrepancy (M=4.00, SD=0.96), appropriateness (M=3.90, SD=0.90), 

personal benefits (M=3.90, SD=0.88), and principal support (M=3.80, SD=0.81). As indicated in Table 4, 

employee perception is positive and favorable for all five dimensions of Armenaki’s model. Hence, H1 is 

accepted. 

 
Table 4 Mean and Standard Deviations for the Variables 

 
N Mean Std. Deviation Std. Error Mean 

Self- efficacy 180 4.40 .82 .062 

Personal Benefit (valence) 180 3.90 .88 .065 

Appropriateness 180 3.90 .90 .067 

Discrepancy 180 4.00 .96 .071 

Principal Support 180 3.80 .81 .061 

 

The results of the hypotheses match the theory of Armenakis’ Model where IRFC can be measured through 

the five dimensions of his model. Through our research, we are able to evaluate which perception is the most 

significant to IRFC sentiment in the Automotive Industry in the UAE. Self-efficacy is the most significant 

sentiment followed by Discrepancy. Remaining three sentiments were shown to have a favorable perception as 

well. Pearson’s correlation test was conducted for testing hypothesis 2. Table 5 shows a strong positive 

correlation exists between self-efficacy and valence(r=.70), self-efficacy and appropriateness(r=.74) and 

valence and appropriateness(r=.81). Average correlation is reported between the remaining variables. All 

correlations are significant at p=0.01. Therefore, H2 is accepted. 

 
Table 5 Correlation Results 

  Self- Efficacy Personal Benefit (Valence) Appropriateness Discrepancy 

Personal Benefit (Valence) .70** 
   

Appropriateness .74** .81** 
  

Discrepancy .58** .47** .57** 
 

Principal Support .60** .55** .53** .48** 

**. Correlation is significant at 0.01 Level (2-Tailed). 

 

5. Discussion and Implications 

The results of this study showed that Armenkais’ five sentiments (self-efficacy, personal benefit, discrepancy, 

appropriateness, and principal support) contribute to promoting IRFC in the Automotive Industry in the UAE. It 

was found that self-efficacy has the highest contribution towards IRFC and unexpectedly principal support has 

the lowest. These results can be attributed to the education of formal learning of employees. As mentioned in 

table 2 most of the respondents are well educated, it constitutes a role in individual self-esteem and ability to do 

tasks successfully. Also, employees could be enrolled in training courses before the implementation of change 

which contributes highly to increasing IRFC. Findings are supported by Armenaki’s Model called “The 

Message” covered in the literature review. According to Nevas (2009) “it is important to create and share a 

strong message for change and demonstrate to the involved parties that it is in the best interest of all to change in 

the proposed directions”. Nevas’ statement supports this study by showing how important it is to use the five 
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sentiments in driving everyone to adopt change. Self-efficacy contributes the most in IRFC which was one of 

the main findings by Lizar, Manguandjaya, Rachmawan (2014). They have argued that organizations should 

undertake initiatives that can develop employees’ self-efficacy. In addition, Zuraida, Gustomo, Bangun, Ginting 

(2018) studied IRFC with respect to management support and they found that positive perception of 

management support has a positive influence on change readiness. However, not all studies support the present 

study findings.  

As self-efficacy has the highest influence on employees, it is highly recommended for managers to work on 

increasing employees’ self-esteem and confidence. This can be achieved by motivating the employees and 

continuously showing them that they are worth the trust. Another technique that helps in increasing self-efficacy 

is to involve them in the decision-making process (employees’ involvement). Training and coaching are very 

critical in increasing employees’ self-efficacy. Giving them sufficient information about how to deal or use with 

the new process, procedures, machines or systems plays an important role in increasing their self-confidence 

that they will be able to successfully do the work. Discrepancy sentiment can be improved with a proper 

communication plan. Employees should know about the change before it is implemented with a reasonable 

period in order to prepare them emotionally. It is also important to explain the urgency of this change and why is 

it important? A vision and mission of the change should be created and delivered clearly to employees. In 

addition, employees should be informed about their role in this change and how do they participate in the overall 

goal of the new strategy. It is also recommended to assign change agents who are trustworthy and known with 

their aced performance within the organization. This practice will make employees feel safe that change is 

bearable (peer pressure) and their colleagues (change agents) are ready to help and support them when they face 

any problem or difficulty.  

It is very important to develop a rewarding system that highlights employees’ efforts in successfully 

implementing the change through recognition in front of the rest of the team or financial prizes. This will make 

employees adopt the change easily as they will perceive a personal benefit behind it. If this change will add 

benefit to the employees such as financial increment, promotion, or increase power, it is highly recommended to 

inform employees about it as they will feel that the change is for the sake of their benefit. This will influence 

their attitude and behavior to change. Whoever is the principal of a team, he/she must tolerate failure. Mistakes 

and errors are expected to occur, but how to respond and react to it makes a huge difference in employees’ 

acceptance and toleration of the stress and pressure resulted from the change. If they feel that they might be 

punished or lose their job, they will definitely lead to unpleasant results. Therefore, accepting failure should be 

part of the change plan. Management should think twice before announcing a change plan. Is it really 

appropriate for the situation? Will employees understand the importance of change and how suitable is it for the 

situation? All those factors should be considered while creating a change plan. Besides, management should pay 

attention to employees’ education level because this research showed that employees with different education 

level perceive change appropriateness differently. A change plan should not be over/underestimate the situation 

to avoid unexpected losses. It is also very important to put in consideration gender difference as this research 

proves that both genders perceive principal support differently and that can be due to women being more 

emotional than men (McRae, Ochsner, Gabrieli and Gross, 2008).  

 

6. Limitations and Future Research Recommendation 

Despite the new contribution of this study in the UAE, generalization is limited due to limited sample size. Data 

was collected from one company that has an ongoing change, hence it has limited generalizability. More 

organizations can be included in future studies from different geographical locations with a larger sample size. 

Experimental strategy is recommended to understand the change readiness more effectively. Influence of culture 

can be an important factor which might be included in future research. The workforce of UAE is diverse and 

examining the role of diversity of change readiness sentiments will be an interesting future research area. The 

research relies only on a quantitative approach, which limits the depth of information collected. As a suggestion 

for future studies, adding qualitative approach will add value by giving reasoning and justifications, which can 

be gathered by observations and interviews. The researcher recommends a two-wave study to examine the 

phenomena from managerial and non-managerial perspective, Future research can be conducted to explore 

moderating/mediating role of variables such as organizational culture, psychological capital, psychological 

empowerment, leadership, work-related values, and individual personality. 
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