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ABSTRACT

As the change in public organizations or government entities remains relatively
underexplored, this research seeks to explore issues in change management in India Post, which
offers a rich research site for its unique organizational characteristics- a large bureaucratic public
organization, more-than-150-year-old history with rich legacy systems, a large human network of
418,239 people, the largest postal network in the world with a pan India presence of 156,600 post
offices, 90.04% of which resides in rural parts of India (Department of Posts, 2020: 9). Its core

operations include the delivery of mails and various financial services.

Over time, India Post could not remain insulated from the external environment and escape
change as it encountered an imperative for change driven by factors like globalization, competition
from private couriers, mobile telephony, choice of new alternatives to the customers. With such
triggers, India Post has been undergoing a major transformational change known as India Post IT

Modernization Project 2012 or ‘India Post 2012’ in short.

Against the above backdrop, before proceeding to identify as to which aspect(s) of change
management in India Post would be relevant for research, we decided to explore and study the
management’s perceptions on the major issues faced by India Post in general, and any issues
relatable to the management of change in the context of technology change project i.e., India Post
2012. As our broad research question was to explore issues in change management in a large public
organization, we undertook an exploratory study (Study 1) through semi-structured interviews of
eleven officers of India Post from senior and middle management levels, who were familiar with
the organization’s work and the processes including the ongoing India Post 2012 project. The

respondents’ work experience with India Post ranged from 14 years to 36 years. Mindful of the
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‘anything goes’ critique of qualitative research (Antaki et al., 2003), the ‘thematic analysis’
method was adopted for identifying, analyzing, and reporting patterns (themes) within data (Braun
and Clarke, 2006). In all, 205 codes, which were something like thought units in grounded theory,
were identified from the replies to the questions and were assigned code numbers. All these codes

were then analyzed for thematic commonness, and categorized under certain distinct themes.

At the macro level, results of the exploratory study (Study 1) showed that that people are
‘change aware’ and they consider readiness for change as distinct from resistance to change. The
interviews also enabled us to infer certain thematic factors impacting readiness for and resistance
to change in India Post. Readiness for change was seen in the employees’ awareness of the need
for change as also slow pace of change, their active problem-solving approach, their adaptability,
their awareness about need for employee training, and also their awareness about the need for the
organization’s vision and its communication down the line. Resistance, on the other hand, seemed
to stem from low employee morale, bureaucratic mindset, management’s skepticism about
employees’ capabilities, and organizational inertia. These findings coupled with early literature
review helped us refine our area of research. As any large-scale change not only impacts the
organisation but also its employees, we identified the factors impacting change resistance and
readiness in India Post as our central constructs for this research. This led us to a more focussed
review of the literature to identify the significant individual and contextual factors influencing
change resistance and readiness to capture the entire gamut of factors at play in managing change

at India Post.

The available literature on change management highlights several perspectives and

approaches to understand change. Change is understood in terms of its typology through the



dimensions of focus (strategic or operational), scale (incremental or transformational), source
(bottom-up or top-down, planned or spontaneous) or duration (short-term or long-term). One
prominent line of study on change has been to view change as a sequential process with distinct
stages starting with Lewin's three stages of unfreezing, changing, and refreezing (Kotter,1995;

Fernandez & Rainey, 2006).

As the change initiatives in any organization inevitably trigger supporting or opposing
reactions among the people concerned, such reactions in favor and against have been termed as
‘readiness for change’ and ‘resistance to change’ respectively in change management literature.
These are the most prevalent negative and positive attitudes toward change that have been
extensively studied in the organizational change literature. Change readiness and resistance to
change have been the subject of more than 90 percent of the conceptual work on change attitudes

(Bouckenooghe, 2010).

In recent years, though, there have been attempts to look at the sources of change resistance
and readiness together. We have also looked at their sources together. Drawing on Shimoni (2017)
and Respovs, Drnovsek, and Kase (2019), we identified four approaches to both change resistance
and readiness- a) the traditional approach focussing on the individual’s psychological disposition
as a source; b) the social context approach emphasizing context-dependence of resistance and
readiness; c) the social construction approach seeking to integrate both and seeing the individual’s
psychological disposition and change context as a source; and d) the habitus-oriented approach,
focussing on social agents' habitus as the source. In our research, we have broadly applied the
social construction approach in studying the individual and contextual factors for change resistance

and readiness.

Vi



We noticed major research gaps in the literature. There are practically limited studies,
which address both the concepts of change readiness and resistance simultaneously in the context
of organizational change initiatives. In the more specific context of India Post, there has apparently
been no research on the aspects of change resistance and readiness. Secondly, the balance between
resistance and readiness at individual and organizational levels is missing in the studies. It is not
clear which factors are the most important for change readiness and resistance, especially in a

public organization under the Government's control?

Though the literature on change is replete with several individual and contextual factors
for change resistance and readiness, we considered the overall context of India Post as a public
organization and identified the key change resistance and readiness variables for this research work
based on the reflections and research directions culled out from the literature review as also from
the qualitative study (Study 1). In addition to identifying resistance to change and readiness for
change as dependent variables, we identified eleven independent variables, which comprise four
individual variables (namely, dispositional resistance, bureaucratic mindset, fear of change, and
feeling of pride in the organization) and seven contextual variables (namely, trust in management,
information about change, training for change, supervisor relations with subordinates, social

relations at workplace, job satisfaction and job insecurity).

The variables so identified were then taken up in our survey-based quantitative Study 2.
After its Hindi translation following the protocol, survey questionnaire was administered offline
to 482 respondents in Uttar Pradesh Circle, the biggest Circle of India Post and finally 465 valid
and complete responses were retained for study. The sample for this survey included Postal officers

from the strategic level (e.g., Postmasters General) to the junior-most field functionaries at the last
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mile (e.g., Postmen and Gramin Dak Sewaks i.e., rural postal agents) in the Circle. The participants
from the operative level and last mile were drawn from eight Postal Divisions of UP Circle
(Lucknow, Faizabad, Rae Bareli, Varanasi (West), Fatehpur, Budaun, Jhansi, and Ghaziabad)
considering the geographic and socio-economic variability of UP after deliberations with few
Postal officers of the Circle. The mean age of the respondents was 42.626 years (SD=12.187). The
questionnaire items were adapted from the scales already developed and used except for training
for change, which was self-developed. The overall data fit of the sample was checked by evaluating
the measurement model. To evaluate the construct validity, all scales were subjected to
confirmatory factor analysis (CFA) with AMOS 20 to check if they were a valid measure. In all,
four models were run for CFA- one each for resistance to change and readiness for change, one
for individual variables (fear of change, bureaucratic mindset and feeling of pride in India Post)
and the fourth one for all seven contextual variables. As the variable on dispositional resistance
had only two items, no CFA was run for it and only its reliability was checked. In an attempt to
get good data fit indices, items with low standardized factor loadings (< 0.50) were dropped. The
psychometric properties of the model comprising all independent and dependent variables were
also assessed for their internal consistency reliability (using Cronbach’s coefficient alpha value
0.70 or above), convergent validity (CR > AVE and AVE > 0.5), and discriminant validity (square
root of AVE to be greater than inter-construct correlations). All the tests of internal consistency
reliability and construct validity were acceptable. Finally, common method bias was checked and

data was seen free from such bias.

The direct, mediation, and moderation hypotheses developed for Study 2 were tested using
Structural Equation Modelling (SEM) in AMOS 20. Results show that resistance to change and

readiness for change are impacted by several individual and contextual factors. These factors,
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however, associate differently in their influence on change resistance and change readiness. The

key results of both studies also have implications for both theory and practice.

The study results bring out a fundamental change theme, which is people’s awareness of
the need for change in the organization. Another major theme ‘bureaucratic mindset’ as a change
barrier, which prominently emerged from Study 1, has not been empirically confirmed by the

results of Study 2.

The study significantly brings out the role of training for change in the change process
highlighting the criticality of training both as a direct as well as an indirect factor impacting
readiness for and resistance to change. Therefore, India Post needs to focus on the proper
implementation of the training policy to ensure effective induction and in-service training for all

employee cadres.

The study also brings out that the overall internal social environment plays a vital role in
influencing individuals’ supportive or negative reactions. Such an environment may be reflected
in factors like employees’ trust in management, supervisors’ support to their subordinates, overall
social support available at the workplace as also in the nature and methods of internal
communications. The results of this study bring out that supervisor support, social support, and
trust in management have a significant positive relationship with readiness for change, while social
support and trust in management have a negative effect on resistance to change. The results also
indicate that information about change provided to the employees has positive and negative effects
on change readiness and resistance respectively. Hence, India Post should account for these factors
in building up a congenial and change-supportive internal environment.
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As the results indicate the importance of change information, the organization should take
effective steps for a proper communication strategy so that the change information reaches the

stakeholders at every level down the line.

This study brings out the feeling of pride among employees as another important theme
impacting their reactions to change. While Study 1 has identified low employee morale as a
resistance factor, Study 2 brings out the feeling of pride significantly impacting readiness and
resistance. It signifies that individuals exhibit a commitment to their organization if their morale
and sense of pride in being part of it are high. An exploration of the factors that bring about this
commitment and then strengthening the culture around these factors would, therefore, be useful.
Moreover, there should be continuous efforts to frame the HR policies objectively and to have an
overall conducive internal work environment, which engenders organizational pride and
commitment among employees. Hence, not only India Post but all other organizations in the
government should project themselves as good employers in the eyes of the people they employ

so that the people are supportive of any new change initiatives of the Government.

This research study also contributes to the research on change management in public
organizations in different ways. One, there is a substantial amount of work on resistance to change
in public organizations but as there are almost negligible studies in which both resistance to and
readiness for change have been taken up together for study, this research fills the gap by studying
both the constructs together in the context of a large public organization in India. Two, going by
the distinction of endogenous and exogenous sources made by Kumar, Kant and Amburgey (2007)
in respect of change resistance only, this study extends the distinction of endogenous and

exogenous factors to the study of both resistance to and readiness for change in the context of a



large public organization. Three, though this research has not specifically focussed on studying
leadership during change, it empirically proves that supervisor support is positively associated
with readiness for change. Four, the theoretical significance of this research also lies in identifying
a new barrier to change i.e., ‘management skepticism’ wherein management is skeptical about
employees’ change efficacy as different from what Stanley et al. (2005) call ‘employee skepticism’
wherein employees are rather skeptical about the efficacy of the management to bring in change.
The existing theories on change, therefore, need to incorporate and develop management
skepticism as a construct of resistance to change for future studies. Five, as the issues of resistance
and readiness are encountered in the change implementation process, this study contributes to the
literature by offering insights about the implementation processes of change in a large public
organization by delving into the individual and contextual factors of change resistance and

readiness in India Post.

One thought-provoking result from Study 1 having theoretical implications is that
resistance and readiness are not two ends of a continuum, rather they operate independently. It
means that the absence of resistance does not automatically mean (presence of) readiness and vice
versa i.e. (presence of) readiness does not automatically mean the absence of resistance. It is
possible for readiness and resistance factors to co-exist and operate simultaneously at the same
time. A reflection of the complexity of the situation. Practically, it means that just overcoming
resistance may not be enough; organizations need to make additional efforts to make their people

ready for change.

We also reflected on the possible limitations and directions for future research. Though the

results are qualified by coming from a single organization i.e., India Post, they nonetheless can be
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useful during change initiatives in other bureaucratic organizations owned or controlled by the
Governments in India. Although the findings are generalizable in the change contexts of other
large public bureaucratic organizations in India, yet generalizing findings of this research across
cultures in other postal administrations may be limited considering the contextual specificities
involved in each. Future researchers need to validate our findings in other cultures and postal

administrations.

This study has dealt with India Post, which is a large public organization. To further enrich
research on change in public organizations, we strongly encourage future researchers to design
and undertake similar studies including case studies on change readiness and resistance on large
public organizations in other countries as well as to assess cross-cultural consistency or otherwise

of the findings of this research.

Keywords: Resistance to change, readiness for change, public organization, India Post.
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aR

i TTdeI-ep TS a1 IRDBRT TRAT3M H GRac IR UETHd Y MY
BT B3 ©, S MY & gRI HRAT ST AU & aRad & Tee el Tgf
1 TdT T BT U fHa1 a1 8 | ST fAUTT S0t 38t Sia-Tetss fagivaraii
& HRUI Y & T T IHY AR §- TH AT GRIM, ST ARMa! BT Th
TSI ATael-d 164 &, o d I 99 faRMd dF & I 150 91 § S1al
R 38T §, FoTIH 418,239 T &1 T &1 A eddh &, Sl Wid HRd H
I 156,600 STHERI & AT G BT TG TST 81 cdd g, FoTIHT 90.04%
YT HIRd & ATHIOT %@ H eafeyd % (Department of Posts, 2020: 9)I W
T H1! A ST & faarun 1R fafie faxfia Jart yem &= Infid g

AT & 1Y, YR ST [AHTT ST8T aTaiervl ¥ 3Fdl e X8 Tl 3R
gRadq ot ffaridr ¥ §9 781 TobT ifes 38 Ifiesur, foh Hifvar Jarsii @
gfagyf, Alegd eI 3R UTEH! & oY ¢ fadedl &1 IUARIAT S HRBI
DT T HRAT TST| T SRS HRUN o Feld, Sfedl TR $& 99T I TP s
IRAATHR! TR ¥ ToR 6T g, o f$ar URe 3t HigIgulRH Uieide 2012
(IT Modernization Project 2012) T ey | _{%TITW 2012' (India Post 2012)
& =T H T8 |

SWIad gFHH & d8d, I8 a9 9 Ugd [ YR 81 1 uRad geed
& D Y Ugq MY & e URifies 81, §H I8 Ul T 31 37T B &l
Aoty foram fob faumT & <Y Ueied @t ToR § HRAH ST & JHe JMHI: ]
e € 1 Uefiiest uivadH Uioide a1 sfear Uike 2012 & foRiy I & faumr
& A URa Tee I J&fd o1 g, 82 i MY 8 SART SAUS U T T
§S I A6 | uRad Uee fasaed Ggl &1 udl AT, 31eE g9 Uh
WISYUT (exploratory) AT (3140 1) fordT | T8 310 HRAG 81 faUTT &
IRy iR #Aey yeyd Aovft & wRe f¥eiiRal & Iy Sref-WRRId (semi-
structured) TT&THR W MR T, 58 fAHTT & HHBS 3R 94 et 3fgar
URe 2012 RIS & STHSRT A YR ST [AHTT & 39 FIebRardl

Xiii



STABIRGT BT BT IHT 14 ¥ 36 IY & a1 U7 | TOMHD WY (Qualitative
Research) » IR H (Antaki et al., 2003) Pl dil ﬁrs‘rw% Tt FHTAEAT
@I M ¥ T@d gU, 3T & HiaR Ue (fawal) &1 ugam, fawewor sik Raifén &
f%m ICLRUGREEGLIE (thematic analysis) Ugid I YA T (Braun and
Clarke, 2006)| & fHATHR, 205 B, S SMURYT Rigia (grounded theory) H
faaR 3BT (thought units) BT dRE J, U & IR J UgaH 7T 3R IT B
FR RT TN 37 9 BIS] BT a9 fawaiTd THHT & e fa=eryor faan ma, 8iR
$3 AR fawdl & dgd 3 aviiepd fobar T |

J8¢ YR W, JIoUl g (3T 1) & GRUMHI ¥ Ual =ar fas ant
YRId & Ufd ST TE &' § 3R d uﬁaﬁ?%@m (readiness for change) Gl
TRadT & UfRIY’ (resistance to change) ¥ 3@ UM | WET@RI A gH
YR 3& H Jedd & (o8 dardl R URIY & gHIidd &+ il $9
fATaTa HR®! BT A T H - Te/Ear & uRaa- o [ qadRdr 39
BHRPI H T TS - TR P AR & aR H HHANRY! BT SIEDhdl B
Y- URac Bt et 71fd, ST Aichy THR1-JHIU Wb ePDHIU, ITb!
3P &, HHART URIEUT B HAAHAl & IR H ITD! SIFRedhdl 3R
TS & faSH (vision) d TP TUEUT B SR & IR B 37! SRl | GO
3R, IR &1 URIY S SR H U T - HHANRGT BT HH FA9d,
TARRMG ARG, HHAMAT HI &S & R T TS BT Ieg 3R
TEATHD STedT| T &I URMNG JHI&T & 1Y Iad hul 4 g6 MY &
30 &7 DI 3R IRHd H & HAag &1l I dis N g8 T R TRadH
Had I3 e ITb U Bl ot THIfdd HaT 8, 89 39 MY & forg
YR T H IRad- & UfaRIY 3R daRdl &1 UHIdd & aid HR&| &
3T o) T faw ST 39 g4 U Hiied B! 31 T JHlen & forg
ORd fobar arfds 9 YR ST § URkad= & Jaye | A It SRBT DI
T & Y Rad- & UfeRiY 3R URad /g dRdl &I JHIfad & ard
Tyl SafdRe 3R URIfTe HR®| B UgdH HR Tl
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URad YeitF W IUs T URddd &1 THE & T B3 o
3R aRUEd TR THRT ST g1 URad B 9@ crurdist & day & &g
A S HIdhY (RS I SRR, TAH @feRid a1 uRadHsRY), |
@ ¥ W Y SW I =), Fafrd a1 I8 Siyar iy (3cdebiicies Al
didpIfcien) & ATy I TH ST & | URad- IR a9 &1 U W URT 98
el & for afvada =1 Uh 31'19b|rl\-|0|° gfan (sequential process) & U F gl
STG, foraep! @fam A SAwIfeT, =it SR S (unfreezing, changing and
refreezing) & diF TRON & ATeHH A Jddl, Rg® d1c \’rFqﬁﬁFﬁe[ W gRad
Pl T ST TRON § Fl'ﬁl%le[ T TN ORI 3@l (Kotter,1995; Fernandez &
Rainey, 2006) |

i Tt +ff e # uRkady &t ugd $ifHard & ¥ I&fed anm o &
A a1 Rl & ufaferang U1 et 8, sufog gude ok fquer & Ueft
gfafearett &1 gikadd veed it H W IRady & fau daRdr iR
URad &1 UfeRIY' H8T 71 81 A a1 uRad— & ufd Iad u=Iferd ThRIdD
3R HRTHAD TPDI g, w1 Tieards uRadd & Iifigcd H 98 TAM WR
3T foear T g1 uRade & fole darar 3R afkadq &1 ufeRiy aRad— &
ﬁﬁwgq 90 Ufa=Id ¥ 3if% duike &1 &1 fawg W1 @ (Bouckenooghe,
2010)|

8T & au §, gTdlifes, aRRad= UfaRie iR daral & Hid! &l T 1Y aaq
&1 Ty fhar mar g1 899 ot 3% il &Y T 1Y WA &1 Ty fHar g
Shimoni (2017) 3R Respovs, Drnovsek, and Kase (2019)% YR IR E!TI%T
gRga UfeRiY 3R daRdT gl & ot IR =Dwivh o1 ugaH &1- (@) T did
& ¥U § Afgd & FAIGTIS WHIG DI & H Wa- aral YRR PHIT; (9)
gfkad afeRlYy 3R dardl & YeH-FR gam aren gmifoies-dey e
(social-context approach); (1) ar %’@ﬁUﬁ P! Fee: Ifad & Hﬂ\lamﬁcb
TWHTE 3R UG & GeH &1 Jid & U H JH- arar grHrfoie At efdwion
(social construction approach); 3R (d) Sflad-3H9 %@ﬁw o Iid & &g H
AT P 3MTed / 3 R SR <dl g1 3U4 MY H, g9 Rad- ufeRiY iR
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JaORdT & oIt ITReRt AfR® 3R URIfIe PRB! BT AHTIT BT |
graTfores fAmfor eI o) Al IR W AR B

B4 IUdsy Uil | Y favgs $o W Sl <9l | FagRa: T
MYRF 3T dgd YIHd g, off ISP uRaad & GeH & ulkad— &t
TERAT 3R UfRIY ST SIaURONSH B T 1Y 7/ g | YR 1 & ARy
e o, uftad ufeRiY SR daRdl & Ugqsi IR TRl dR IR dig Y 781 gafl
g1 T, 37 TMY Hl H AfGTd 3R W eATHS WRI IR GRae UfeRiY 3R
JORAT & dTd I el grdl Sfidl ¢ | 98 WY T8l ¢ [ 9eamd g dardl 3R
OfeRIY & ol S ¥ HRS T AE@yUI €, WD IWBR b U T
TSI SR F ?

g gRadd R Iuas Wified URdad UfeRiYy iR daRar & forg
SR 3% GRS 3R IS HRB| I U §3MT €, 8 R I &
THY YeH &) U Trdules 16 & U H AMT 3R Iifgcd IHer & Iry-a1y
UMD ST (T 1) F U Fhsf & SR W 39 MY B & ol
gRad UfeRTY SR TaRdT ¥ TWifd q&T HRP! (variables) &1 UgAM &1
3T BRBI (dependent variables) & ¥ § gRadd & UfeRIy’ 3R uRad
& oI TERAT B U B & 3{cl1dl, A TRE Wdd HRPI (independent
variables) &1 Uga™ &1, foraH IR AfGaR® SRS MW & - WU UfeRiY
(dispositional resistance), ﬁw@ II'FIﬁchIT, uRad &1 S, 3R TS %ﬂ
TTd 1 HIGHT 3R ITd U BRb & - Yo | {3y, uRadd & IR A SR,
giae & fau ufRieon, sl & 91y wideis d6Y, SERd IR gHe
Gaey, BT F TP 3R B Bl AR SRR

3 UHR UG 7T HRE| Bl gH JAeur-3Rd AFTHS 30— 2
(quantitative Study) T 3O-TIT| HeIdbid BT Ule- Bd gU fdl 3rdIg o d1g,
&1 UHTacH DI HRATG ST o oY Fo Ao d (SR TR H 482 ITRGIATSH!
T SHTHATE HRATT AT MR 3fda: 465 a8 3R JUI UHTaferdl &1 /MY g STANT
forar 1| 39 e & Jud H Wiha & WIS TR & IH HUGRT G
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TRCHARSY SFRd) ¥ daR 3ifdd BR (last mile) TR T SR BicE HiHAl
(S, 1T 3R U BT Jad T AT ST Tole) g & anT e 3|
IR VR Ahd & 3 STH DN o 1Y foaR-for=i & 91g 39 Afdba &
3113 URed fSaioM! (a3, TrolTaTg, JFavd, aRTIN (Uf3H), HAg®R, Jar,
it iR MicaTETe) ¥ sifRfed TR R sifaw B8R & ufauial &1 got &t
YMifae iR oI -3 faftrsrdrel 1 <ad §U qdefur &g o1 T4l
JARerarsdl @1 Sid 31 42.626 TS (SD = 12.187) | UsTach & U4l (items)
&I Ugd ¥ famRia iR ST fhu T THMT (scales) ¥ II@H I B ST
1| Had URad o g UfRier 89 U9 (items) W-fawRid faed 0| AeRde
(measurement) ATSH BT i HIP Jud & JHY ST fthe B id Pl T |
fHTOT Qe (construct validity) T Hedid H & o, Tt THHT BT AMOS
20 %WH@WUT PR fazayor (confirmatory factor analysis-CFA) ICRIRIEI
1 T8 ST ol Yo b 1 9 Uh 99 AU ¥ | Hof FAarer, HIuwy (CFA) & fo
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