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Abstract 

Organizational change has many influences and consequences but existing literature has left many gaps regarding 

change-supportive intentions as what those people intents about their work that face organizational change. This 

study is aimed at filling the gap and enhances the existing research of organizational change. A framework 

comprising of the social cognitive theory is developed and empirically tested using a time-lag research design. 

Data have been collected from 330 employees using convenient sampling (from public hospitals in Pakistan). The 
results indicate that change-supportive intentions does not occur because of the hypothesized precursor 

(organizational change) and that the underlying mechanisms (sense-making) delineated in this research positively 

and significantly affect intentions of employees. The added significance of the study is its relevance for 

practitioners with opportunities to manage the factors affecting organizational change and its relationship with 

employees’ outcomes through appropriate interventions to improve the outcomes. The current study have multiple 

implications including managerial, academic, economical and social implications. The present study would not 

only foster change supportive-intentions of an individual employee but it will also impact on increasing the 

satisfaction level in changing routines post COVID-19 that will ultimately lead towards a better society. When an 

organization will provide adaptability culture to its employees, it would ultimately lead them towards managing 

the organizational change occurring due to COVID-19. The study opens new roads of research for further research 

with regard to the study of organizational change and outcomes additionally with exploring moderator to 
strengthen the relationship between organizational change and employee related outcome. 

Keywords: Human resource management, Healthcare sector, Organizational change 

1. Introduction 

The COVID-19 pandemic has drastically changed the way we conduct our lives and work (Gupta et al., 2021). 

The world needed to swiftly adjust to this new reality, which included many of us working from home, attending 

school online and evading people (Pilipenko et al., 2022). The epidemic acted as a wake-up call for businesses, 

illustrating the necessity for change-supportive intents in the face of unforeseen and unexpected transformation 

(Cameron and Green, 2015). Organizations can endure even the most challenging circumstances and come out 

stronger by placing a high priority on adaptability and resilience (Kaplan et al., 2018). As the world is progressing 

it is becoming clearer that organizations must adopt organizational transformation within the context of 

globalization. It is critical to make timely organizational changes since the world is evolving quickly that is heating 

up the competition among businesses for market supremacy. Each company is attempting to adjust to the new 
environmental circumstances and secure a dominant position in the marketplace. An organization that overlooks 

environmental variability and organizational change will fail (Birkinshaw and Gibson, 2019). It is a reality of the 

time that an organization must adapt in order to overcome a crisis and succeed (Tidd and Bessant, 2020). 

Researchers have studied organizational change and employee responses to change for over 70 years (Mühlemann 

et al., 2022; Oreg et al., 2011). The focus point of the researchers in the past research was on the viewpoints of 

the employees (Oreg et al., 2018). Scholars continued to acknowledge the quickly escalating constant complexity 

and rapid rate of change, making it vital for HRM professionals to maintain pace and build unique research ideas 

from this firm base (Bamber et al., 2017). The need for new research efforts by HRM professionals is highlighted 

by different scholars to meet the rapidly constant changes and complexity (Morin et al., 2016; Straatmann et al., 

2018; Wee and Taylor, 2018). However, the new normal after COVID-19 was a completely unexpected change 

for everyone and it opened many research avenues to explore. 
The COVID-19 pandemic was indeed a global shock that caused disruption in the ways of the people early work 

routine (Barai and Dhar, 2021). As an attempt for reduction of the virus rapid spread most countries introduced 

social distancing measures. Situation forced the organizations to adapt new ways of doing work and organization 

of workflow differently than the past such as working from home where all communication and interactions 

shifted from physical locations to home settings between colleagues, employees and customers (Mihalache and 

Mihalache, 2022). None of this was ever experienced by anyone before and a lot of support, motivation and push 

were constantly required by personnel to make sense amidst the chaos the whole world was going through. 

In past researchers emphasized the need to look at the significance of identifying antecedents to change reactions 

in Human resource management such as employees' past judgments impact on change (Rafferty and Restubog, 

2017). Still a lack of research exists in the contextual factor of the current work scenario. For instance what causes 

major change in policies and procedures of the organization practices appears to be ignored in the research. Past 
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literature has demonstrated the necessity of anticipating how change may affect personnel as it is  a very essential 

area for HRM practitioners for research so that better support environment could be provided (Fugate et al., 2002; 

Smollan, 2017).  Drastic organizational unexpected changes make employees to mold themselves so that they can 

adjust in the swiftly changing work practices, working places and culture (Rafferty and Restubog, 2017). COVID-

19 pandemic urged the need to understand the employees experience related with the changes at work and 
complications faced in the organizations to survive in constantly changing work environment (Jesuthasan et al., 

2020). 

Organizations go through different types of changes throughout their life cycle. These changes range from 

structured changes programmed in response to issues and decision making as well as radical changes which leave 

everyone in a state of shock for being unexpected and sudden (Cameron and Green, 2015). The ways to cope with 

such changes are not usually calculated (Shaw Bonds, 2018). An example of a sudden unexpected change in the 

present situation is of the COVID-19 pandemic. Due to the threat of pandemic government of Pakistan also 

devised different restrictions where many employees are required to work from home. The change in 

organizational working pattern brought an unusual change in organizational experience. The unexpected and 

unplanned change in organizations due to COVID-19 pandemic became reason of changes in employees as well, 

and it became vital to explore sense-making process to understand the employees’ responses. 

Many studies have been conducted in the domain of employee’s sense-making.  Employees’ ability to make sense 
of novel situations has been linked to different organizational features (Maitlis et al., 2013). In past studies sense-

making was linked with different outcomes such as strategic change (Rerup and Feldman, 2011), organizational 

culture (Harris, 1994), innovation (Dougherty et al., 2000) and overall organizational performance (Thomas et 

al., 1993). Prior research also found some triggers for the process of sense-making (Al-Abrrow et al., 2022; 

Aidman et al., 2015). One study acknowledged that sense-making happens in times of discrepancy (Louis, 1980). 

Situations of ambiguous and uncertain things trigger sense-making as well. In this study how employees’ sense-

making is triggered by the organizational changes post COVID- 19 pandemic has been studied.  

This research tried to make a new effort by using the variable of change-supportive intentions with social cognitive 

theory with sense-making that is a complete novelty addition. In literature change-supportive intentions is tested 

by using theory of planned behavior (Ajzen, 1991). The current study has extended the framework of social 

cognitive theory (Bandura, 1986) by examining the impact of organizational change on employee’s change-
supportive intentions through sense-making and exploring the moderating effects of organizational culture 

(adaptability culture). 

The main researched variables of a study consisted of different types of change variables where the impact of 

change-related variables like attitude related with change, change-related perceived behavioral control and 

subjective norms related with change were tested on change-supportive behavior through the mediation path of 

change-related attitude. Directions for future in the study asked to give more attention towards contextual and 

cultural influences to better understand how relevant they are in formatting of change-supportive intention and 

behavior (Ahmad et al., 2021). 

A recent study showed extensive description of changes that occurred at work for in the US, New Zealand and 

Australia. For the future researchers they recommended to further investigate different links between change-

related emotions, change-types, capability of change development related to response of employees for change 

(Brazzale et al., 2022). 
A research explored different facets of sense-making consisting of taking notice, making meaning of the situation, 

and taking action. They further directed scholars to consider the situation of pandemic as an unexpected event 

consenting of unprecedented magnitude, duration, and reach, to widen the methods used and also explore different 

theories to study sense-making (Christianson and Barton, 2021). 

It was stated in a latest research in terms of the pandemic to bring to light seldom studied professionals that play 

critical roles in their organizations to investigate sense-making. The study suggested an investigation about the 

sense-making of day care workers, grocery store employees, teachers, delivery drivers and small‐business owners, 

public health nurses, restaurateurs and community organizers (Christianson and Barton, 2021). 

In an attempt to better comprehend how sense-making and change-supportive intents interact with each other 

while organizational change occurs, this study is going to look at adaptability culture as a moderator. We study 

how workers' intentions to support organizational change are determined by their sense-making processes, as well 
as how this interaction is molded by the organizational culture of adaptability, by relying on social cognitive 

theory. The following study questions are specifically what we want to respond: (1) In the context of 

organizational transformation, how does sense-making promote change-supportive intentions? (2) How does 

adaptation culture improve the connection between making sense and the will to support change? By evaluating 

the roles of sense-making and adaptation culture in employee’s intents to support change and by providing useful 

implications for organizations seeking to manage change effectively, this study seeks to add to the body of 

knowledge on organizational change. 

Social cognitive theory and the area of organizational transformation both benefited substantially from the study's 

theoretical contributions. This study advances to the body of knowledge about the mechanisms behind staff 
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responses to change by examining the association between sense-making, change-supportive intentions, and 

adaptability culture. The study develops a theoretical framework to explain the elements that affect employees' 

intentions to support change and sets the groundwork for more research in this domain. The study specifically 

extends to the literature on social cognitive theory by extending its principles to the context 

of organizational change and by illuminating the ways in which these notions may be utilize to understand the 
principles behind workers' reactions to modifications. Additionally, the investigation enhances the body of 

knowledge on organizational culture by highlighting the significance of adaptability culture as a moderator of the 

link between sense-making and change-supportive intents. The study thus presents insights into the ways in 

which organizational culture may influence workers' responses to transformation and how this effect might be 

used to attain positive results during change projects. Overall, the theoretical contributions of this study enable a 

greater awareness of the variables that affect employees' intentions to support change and lay the groundwork for 

further study in this area. 

 For organizations trying to cope with change successfully this study's practical contributions are very crucial. 

Organizations can establish methods that foster successful outcomes during efforts to change by acknowledging 

the factors that affect workers' intentions to support change. The study offers beneficial guidance on how firms 

may foster an atmosphere that is flexible, which can assist to moderate the link between sense-making and change-

supportive goals. Several methods, including as developing leaders programs, communication techniques, and 
training courses, can be utilized to achieve this. The report additionally stresses how crucial it is to offer workers 

the tools they need to cope with change, including straightforward and truthful communication, feedback requests, 

and dialogue-promoting environments. By doing so, organizations could boost employee support for change 

efforts and help them establish a sense of trust in the change process. Overall, the practical implications of this 

study suggest that organizations can support successful outcomes during attempts to change by concentrating on 

the variables that affect employees' intentions to support change and utilizing these variables to foster an adaptable 

and change-ready culture. 

2. Theoretical Background 

The social cognitive theory may be employed to boost the proposed model by highlighting how employees' 

cognitive processes determine how they react upon organizational change. According to the idea, sense-making 

processes among employees have a major effect on how they respond to change and get influenced by a number 
of cognitive and external factors. According to the suggested model, a key factor that affects how individuals 

make sense of the surroundings is organizational transformation. This implies that how an employee perceives 

and interprets a change will affect how they react to it. The model also suggests that adaptability culture moderates 

the link between organizational change and sense-making. This indicates that when employees believe there is a 

strong culture of adaptation inside the organization, the link between organizational change and people' reactions 

is more powerful. In general, the suggested model offers a framework for explaining the mental operations that 

indicate workers' reactions to change and emphasizes the crucial role of sense-making and adaptation cultures for 

assessing these responses. The study might provide a deeper comprehension of the cognitive mechanisms 

underlying workers' responses to change by integrating the social cognitive theory to this model. It may also 

provide insights into the ways in which organizations may encourage successful outcomes during change efforts. 

Social cognitive theory states that the triadic structure of behavior, personal factors and environmental factors 

reciprocally determine one another. When organizational change as an environmental factor will be imposed on 
an employee he will have change-supportive intentions; as social value judgments base employees’ behavior and 

as stated above 27% of variance in behavior is alone explained by the intention. The SCT states that employees' 

intentions to support change are primarily dependent on how they chose to perceive the appropriate changes. 

When employees have sense-making, they will try to cope up with the situation they are facing; it will ultimately 

lead them towards gaining change-supportive intentions. Social cognitive theory explains behavioral, cognitive 

and other personal factors combining with the environmental happenings as psychological functions, as these 

determinants interact with each other and makes an influence on each other. 

2.1. Organizational Change 

The method of adapting an organization to transform in the environment is known as organizational change 

(Michael, 1982). Or by using other words change is the process of going from a current and known state to a 

future and unknown state (organizational change) (Canning and Found, 2015). The COVID-19 danger appeared 
out of nowhere but spread quickly over the world. As soon as the virus was discovered in a nation with arousing 

cases, different cases of hospitalizations and also cases of fatalities occurred. It was noticed that during the first 

several months of the new virus's global dissemination, the related public health information concerning COVID-

19 was widely available (Shulman et al., 2021). Life started getting major changes due to COVID-19 as not only 

people who got infected through the virus were suffering but even healthy people had to get part in that suffering 

as well. One of the examples that caused significant crisis-induced adjustments for organizations is the corona 

virus (COVID-19) outbreak (Sun et al., 2021). 

Researchers looked into the connection between employees' reluctance to change and their readiness for it. They 

discovered a strong and unfavorable correlation between employees' aversion to change and their level of change 
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preparedness (Thakur and Srivastava, 2018). Depending on the unexpected triggering cause and intended change 

the organizational change adjustments may be either intentional or unplanned (Malopinsky and Osman, 2006). 

After an examination of a business operation in case of any identified issues that must be fixed right away, planned 

change takes place. The proactive improvement of an organization's performance and effectiveness is made 

possible through systematic and controlled change, such as the development of new products and changes done 
as per the businesses structure requirements (Stolovitch and Keeps, 1992). While unforeseen external 

circumstances frequently impose unplanned change rather than the organization itself proactively initiating it. 

Such transformation happens as a result of an issue in the workplace that could interrupt operations and/or 

jeopardize the organization's reputation As a result, organizations must respond promptly and strategically to such 

unforeseen events (Shaw Bonds, 2018). The major goals of such an unexpected transition are to maximize 

potential benefits, reduce negative effects of the challenging situation, and turn the problem or crisis into an 

opportunity (Schermerhorn Jr, 1976). 

These unanticipated alterations, which entail impulsive modifications to an organization's core operating system, 

set off a cascade of unexpected occurrences that could expose stakeholders, notably employees could be exposed 

to danger, threats, or even injury (Rafferty and Griffin, 2006). The success of implementing unanticipated change 

depends on how people understand and react to those changes (Shin et al., 2012). 

COVID-19 has truly changed the organizations in all the main functions as rapid adaption of technology and a 
new working challenge of doing work from home became a necessity of the changing circumstances. The COVID-

19 pandemic has caused a number of challenges and significant shifts in how organizations operate globally. No 

aspect of work appears to be unaffected by this invisible adversary, driving the workforce and global leaders to 

find workable substitutes. At global corporations, the epidemic's unpredictability has had an effect on workers' 

physical and mental health and, in many cases, has left them feeling unclear of what lies next (Arora and Suri, 

2020). 

2.2. Organizational Change and Change-Supportive Intentions 

The impact of organizational change on change-supportive intentions is suggested as an outcome in the light of 

meta-analyses suggesting that: intentional factors alone account for 27% of behavioral variation (mean correlation 

=.47) (Ahmad et al., 2023; McEachan et al., 2011). A research study investigated the impact of developmental 

culture and hierarchical culture’s impact on intentions that are change-supportive with the mediating roles of the 
subjective norm associated with the shift, the associated attitude, and the associated perceived behavioral control. 

Subjective norm had the biggest impact on employees' desire to afterwards support the change (Ahmad et al., 

2023).  

Scholars’ attentions during recent years have been focused to implementation and management of change along 

with how staff members react to such adjustments (Ahmad et al., 2023;Ahmad and Cheng, 2018; Hameed et al., 

2019). On the basis of SCT and the past literature’s directions the following relationship has been proposed for 

investigation. Whether people like it or not, the imposed physical and socio-structural environment is thrust onto 

them. Despite having little influence over its appearance, people do have some discretion in how they interpret it 

and respond to it (Bandura, 1999). Based on the above discussion of the literature we hypothesized that: 

H1. Organizational change is positively related to change-supportive intentions. 

2.3. Organizational Change and Sense-Making 

Crisis situations that depart greatly from the norm force people to make sense of what is happening around them 
since it is impossible for them to do so while continuing with their usual way of life (Faux‐Nightingale et al., 

2023; Weick et al., 2005). The COVID-19 pandemic has produced a dynamically uncertain world where routines 

are disrupted, social relationships are interrupted, and danger must constantly be reevaluated. The epidemic is a 

singular chance to investigate how people make sense of unfamiliar and quickly evolving circumstances 

(Christianson and Barton, 2021). As sense-making could foster due to the uncertain environment and COVID-19 

have made situation really rapidly changing. 

Moreover, managers must also help communicate their ideas to their workforce, particularly in times of 

organizational transformation. Such sense-giving aims to sway the impressions of subordinates (Seidel et al., 

2018). But for middle managers change may produce severe cognitive problems (McKinley and Scherer, 2000).  

In fact (Huy, 2002) traced the failure of change projects to managers' failure to adapt to changing organizational 

expectations—shifts that significantly alter their cognitive and behavioral relationships with the outside society. 
The reconditioning of subordinates is often helped by management. Organizational sense-making is sociological 

phenomena in which individuals analyze their surroundings through experiences and construct meaning that 

enables them to perceive the outside world and behave as a group (Maitlis, 2005). As a result, sense-making in 

environmental stewardship transitions is an organizational phenomenon involving people throughout the entire 

organization (Seidel et al., 2013). Based on the above discussion of the literature we hypothesized that: 

H2. Organizational change is positively related to sense-making. 

2.4. Sense-Making and Change-Supportive Intentions 

Interaction is a component of organizational sense-making (Seidel et al., 2018) regarded interactions as a 

continuous process of making sense of the circumstances. When employees have sense-making, they will try to 
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cope up with the situation they are facing; it will ultimately lead them towards gaining change-supportive 

intentions. It's interesting to note that various researches have reached different conclusions about how relevant 

the three components are in terms of organizational change: In one of these studies (Jimmieson et al., 2008), 

attitude and subjective norms were the only elements to reach significance, but in the other, attitude and Perceived 

Behavioral Control were the only categories to reach significance (Jimmieson et al., 2009). The linkage between 
subjective norms, attitude and perceived behavioral goals and behavioral control has been discovered by others 

(Straatmann et al., 2016). A more acceptable reaction to change endeavors is claimed to derive from having 

positive thoughts about the necessity of organizational change (Jimmieson et al., 2008). Therefore, literature stated 

that when staff members have a positive opinion of the change and high degree of sense-making, they may exhibit 

intentions that promote the organizational change (Ahmad and Cheng, 2018; Bayiz Ahmad et al., 2020)). 

Therefore, in light of previous literature this study proposed that there is possibility that in the changing 

atmosphere people may believe in themselves to have control on their actions. So that individuals with more 

sense-making capability will be having more change-supportive intentions. Based on the above discussion of the 

literature we hypothesized that: 

H3. Sense-making is positively related to change-supportive intentions. 

2.5. Mediating Role of Sense-Making between Organizational Change and Change-Supportive 

Intentions  

Individuals build their cognitive cue during the sense-making process, which finally emerge as attitudes and 

actions around a change. The corresponding cognitive cues are also termed as cause maps and they comprise of 

the relationships between the senses that have been attributed to particular objects as well as the cause-and-effect 

results of the sense-making process (Çalışkan and Gökalp, 2020). However, this type of cooperation actively 

creates changes as opposed to merely quickly adapting to outside changes. When flexibility and responsiveness 

are required by the external environment, adaptability culture works best. Organizations with this culture are 

capable of responding to stakeholder needs (Daft, 2007). A person having sense-making will be able to face an 

organizational change occurring due to COVID-19, which will lead him towards enhanced change-supportive 

intentions. Individual’s personal factors, such as sense-making, influence the extent of control and influence on 

their lives on the basis of whether they regulate their behavior on the basis of cognition when they are faced with 

novel situations. When an employee will have sense-making he will try to cope up the situation and it will 
ultimately make an increase in his change-supportive intentions. Based on the above discussion of the literature 

we hypothesized that: 

H4. Sense-making mediates the relationship between organizational change and change-    supportive intentions. 

Adaptability culture as a moderator in the relationship between organizational change and sense-making  

A recent study revealed the relation between organizational culture with change-supportive intention where 

developmental culture and hierarchical culture were tested (Ahmad et al., 2023). A latest study expanded the 

literature on emotional tensions in organizational sustainability and CSR. They further suggested investigating 

the role of organizational culture in influencing sense-making (Sarna et al., 2022).According to (Chatman et al., 

2014) an adaptable culture is the norm that establishes the necessity for an organization to encourage internal 

flexibility, risk-taking and experimentation. As per social cognitive theory the amount of group performance is 

predicted by collective efficacy beliefs; the more people believe in their skills as a group, the more they succeed 

(Bandura, 1999). When an individual faced with organizational change due to COVID-19 in the presence of a 
culture that is promoting positive qualities like flexibility, risk-taking and internal experimentation, due to the 

stronger belief in the collective capabilities his personal factor of sense-making would become stronger and vise-

versa (See Figure 1). Based on the above discussion of the literature we hypothesized that: 

H5. Adaptability culture moderates the relationship between organizational change and sense-making such that 

this relationship will be stronger when adaptability culture is high as opposed to low. 

                                                                                                                                                  

      

 

 

 

 

 

 

 

Figure 1. Research Model 

3. Methodology 

3.1. Research Design and Procedure 

The current study used time lagged study design as the data was self-reported, following the recommendations of 

(Podsakoff et al., 2003), which helps in diminishing this threat and also is a recommended strategy for reduction 

of common method variance effects. The data for antecedent and outcome variables were measured at different 
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points in time lags with interval of 3 weeks. Self-administered surveys as recommended by (Nederhof, 1985) have 

been used to reduce social desirability bias. According to literature research, using such a design can reduce 

possible issues with data collection from a single source that was self-reported (Naseer et al., 2016). To lessen 

common technique bias, independent, mediating, and response variables were separated in time (Podsakoff et al., 

2003; Syed et al., 2022). Similar strategy has been used in the literature to avoid common method bias (Jahanzeb 
et al., 2021). As the complete list of employees was not shared by the healthcare sector organizations due to issues 

of confidentiality therefore no system could be attached to the data collection; hence probability sampling was not 

an option for the study therefore data has been collected using convenient sampling procedure. 

A cover letter was included to assure confidentiality and the significance of participant replies when combined 

with those of other participants for the validity of our research. All levels of staff have been given self-

administered surveys in natural work settings. It was also explained in person to the employees that the personal 

information obtained from them was only required to follow them up for a second and subsequently a third round. 

QID were assigned to raise the accuracy of the so that questionnaire could be filled back from the same employees 

in next subsequent phases. Participation in the research study was voluntary. Data was collected from employees 

of public sector service hospitals of Pakistan using 1:20 rule method where 320 sample sizes were targeted to 

gather data from the respondents (Hair, 2009). Keeping in view the possibility of missing responses at Time 1 

total 600 employees were given questionnaires including data related to demographics to complete, who worked 
at various hierarchical levels, out of which 489 responses were usable providing a response rate of 81%. At Time2 

received 371 usable responses providing a 75% response rate. At Time 3, total 330 questionnaires were usable 

representing a final response rate of 55%. Data collection was conducted in natural settings from full-time 

employees in three time lags. The data related to demographics, organizational change and adaptability culture 

was collected during the first phase of data collection from employees. This first data collection activity was 

complemented with a second phase of data collection after three weeks to deal with the issue of common method 

variance (a problem associated with self-reported response) (Podsakoff et al., 2003). Data on sense-making 

(mediator variable) was collected in the second time-lag. Response on outcome change-supportive intentions was 

collected in the third time lag. Responses in three-time lags were collected from the same employee. For maximum 

response rate each questionnaire consisted of a cover letter in the beginning to make the study's purpose more 

clear and reassure participants that their data will be kept private. It was also explained in person to the employees 
that the personal information obtained from them was only required to follow them up for a second and 

subsequently a third round. 

 The scales adopted in the study are well established as well as tested, hence their operationalization is assumed 

valid and also reliable. Organizational Change was measured at T1 using four items scale by (Rafferty and Griffin, 

2006) of organizational uncertainty change, adaptability culture at T1 using Three items scale of adaptability 

culture by (Ngo and Loi, 2008), sense-making at T2 using five items scale by (Johnson et al., 2004) and change-

supportive intentions at T3 using four items scale of (Ahmad et al., 2021). 

3.2. Descriptive Analysis of the Study 

According to age demographics, 216 men (65.5%) and 114 women (34.5 %) were found among the data collected, 

with the bulk of respondents falling between the ages of 26 and 35. The majority of employees had Masters degree 

or higher (55.5%), Bachelor's (23.6%) or M.Phil (15.2 percent) because the data came from businesses in the 

service industry. 57% of respondents said they had more than five years of experience, compared to 43% who 

said they had fewer than five years. The complete respondent profile is projected in the Table 1 below. 

Table 1. Demographic analysis of the sample 

Demographic Variable Codes Frequency Percent 

Gender Male 

Female 

216 

114 

65.5 

34.5 
Age Below 25 

26 to 35 

36 to 45 

46 and above 

36 

215 

62 

17 

10.9 

65.2 

18.8 

5.2 

Qualification Intermediate 

Bachelor 

Masters 

M.Phil 

PHD 

10 

78 

185 

50 

9 

3 

23.6 

55.5 

15.2 

2.7 

Total Experience Less than 1 year 

1-2 year 

3-4 year 

5 year 
More than 5 year 

7 

49 

61 

25 
188 

21.1 

14.8 

18.5 

7.6 
57.0 
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4. Results 

The current investigation's conclusions were reached using the SPSS and AMOS data analysis software. One of 

the analyses conducted on the data was confirmatory factor analysis (CFA), which was done in AMOS 21.0 and 

SPSS 21.0. SPSS was utilized to examine the mediation and moderation that followed Hayes' methodology 

(Preacher and Hayes, 2004).  The fitness model was validated for each variable using the AMOS tool.  
4.1. Control Variables 

The investigation about the impact of demographic parameters was done by using one-way ANOVA. Control 

variables of the study were age (F = 4.246, p < .05) and gender (F = 5.103, p < .05). 

Table 2: Measurement Model Comparison 

Measurement Model Χ² DF Χ²/DF CFI NFI GFI TLI RMR RMSEA 

1. OC and AC (2Factor) 

Time 1 

28.719  13  2.209  .981 .966  .976  .969  .025  .061  

OC and AC (1                

Factor) Time 1 

19.143 14 19.143 .691 .682 .807 .536 .126 .235 

SEN  

(Time 2) 

10.870 5 2.174 .993 .987 .987 .985 .012 .060 

CSI (Time 3) 1639.5 1127 1.455 .961 .906 .914 .952 .0253 .039 

2. Full Measurement 

Model (4 Factor) 

276.612 18 3.415 .945 .915 .916 .907 .038 .086 

3. Full Measurement 

Model (1 Factor) 

9141.912 1951 4.740 .561 .438 .403 .430 .296 .100 

Note: Full measurement model comprises of four variables as, AC= Adoptability culture, SEN=Sense-

making,OC=Organizational Change and CSI=Change Supportive intentions. 

Researchers used maximum likelihood Confirmatory Factor Analysis (CFA) to find out if there was discriminant 

validity. Findings from the full measurement model, which included organizational change, adaptability culture, 

sense-making, and change-supportive intentions, were as follows: (χ2 =276.612, DF=18, χ2 /DF=3.415, 

CFI=.945, TLI=.907,NFI=.915 GFI=.916 RMR=.038 and RMSEA=.086 Compared to one factor, this model 

better fits, where all items were loaded onto a single latent factor as (χ2 =9141.912, DF=1951, χ2 /DF=4.740, 

CFI=.561, TLI=.430, NFI=.438, GFI=.403, RMR=.296 and RMSEA=.100). 

4.2   Descriptive Statistical Analysis and Inter-Correlation Analysis 

Table 3: Means, Standard deviations, Correlations, and Reliability

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

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

The mean, standard deviation and correlations of each variable were calculated using SPSS (see table 3). 

Cronbach’s alpha was checked where the results are above 0.7 for each variable. According to (Nunnally, 1978) 

the internal consistency reliability of the measure used in this study is considered as good and adequate.  

4.3  Test of Hypothesis 

In order to assess the mediation hypothesis, a mediation regression analysis was also performed in SPSS utilizing 
PROCESS Hayes. Using SPSS, moderate regression analysis was also carried out to look at the interaction effects. 

4.4 Mediation Results 

The outcomes of the data analysis for hypotheses 1 indicate that the organizational change is able to predict a 

variation of change-supportive intents of 23% (R^=.23, p=.00). According to the coefficient ((β =.06, p=.14), .06 

positive units will change in the intentions to support the organizational change for every unit change. The findings 

reject Hypothesis 1 that organizational change has a favorable effect on change-supportive intentions (t=1.49, 

p=.14). 

  Mean  SD 1 2 3 4 5 6 

1 AGE 2.18 .69 1      

2 GENDER 1.35 .48 -.19** 1     

3 Organizational 

Change 

3.89 .80 -.02 .03 (.84)    

4 Adaptability 

Culture 

3.76 .73 -.05 -.05 .19** (.76)   

5 Sense-making 4.00 .65 -.01 .12* .49** .19** (.87)  

6 Change-Supportive 

Intentions 

4.18 .58 -.02 .05 .29** .20** .48** (.88) 
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The second hypothesis proposed that organizational change is positively related to sense-making. The findings, 

which demonstrate that employees increase their sense-making under organizational change, support this 

hypothesis ((β =.39, p=.00). According to the findings of the data analysis for hypothesis 2, the organizational 

change can be used to predict 24% of the variation in sense-making (R^.24, p=.00). According to the coefficient 

(β=.39, P=.00), the sense-making will change by.39 positive organizational units for every unit that changes. The 
findings (t= 10.12, p=.00) are consistent with hypothesis 2—that organizational transformation enhances sense-

making. 

The coefficient ((β = .39, P=.00) demonstrates that a change of one unit in the sense-making .39 positives the units 

will alter in the change-supportive intentions. The data support hypothesis 3 (t=7.83, p< 0.000) that sense-making 

is positively related to change-supportive intentions. 

TABLE 4: Mediation Model Results 

Sr. 

No 

Variable R2 B SE T P LLCI ULCI 

1 Direct effect of OC on 

SEN 

.24 .39 .04 10.12 .00 .31 .47 

2 Direct effect of OC on 

CSI 

.23 .06 .04 1.49 .14 -.02 .14 

3 Direct effect of SEN on 

CSI 

 .39 .05 7.83 .00 .29 .49 

    M SE LLCI ULCI 

 Bootstrap Results for Indirect Effect  

1 SEN   .15 .05 .08 .25 

Note: N= n =330. Dummy variables are age and gender. Unstandardized regression coefficients. Bootstrap 

sample size=5000; LL = lower Limit; CI = confidence interval; UL = Upper Limit. 

In the table above, the results for the indirect (mediating) path are shown. The findings indicate that the first 

indirect path's indirect impact value, which indicates that the SEN mediates the path between OC and CSI, is.15. 

The upper and lower limits as well as the two tail significant threshold were examined in this investigation. Upper 

and lower boundaries for the first indirect path are .25 and .08 respectively. The result supported hypothesis 4 that 

sense-making mediates the relation between organizational change and change-supportive intentions. 

4.5 Moderation Results 

To examine moderation effects Model 1 in the PROCESS macro for SPSS was used which uses (Preacher and 

Hayes, 2004) data analysis approach.  

Hypothesis 5 stated that adaptability culture moderates the relationship between organizational change and sense-

making such that this relationship will be stronger when adaptability culture is high as opposed to low. Table 5 

display the OC*AC interaction term to be significant for sense-making distortion (β = .11, ∆R2= .01, p <.01). 

Table 5. Moderated Regressions of Adaptability Culture and Organizational Change on Sense-making 

Sr 

No 

Predictor B SE T P LLCI ULCI 

 Adaptability Culture as a Moderator between Organizational Change and Sense-making 

1 Constant 3.60 .59 6.06 .00 2.43 4.77 

2 OC_ -.01 .16 -.04 .97 -.31 .30 

3 AC -.30 .16 -1.85 .07 -.61 .02 

4 OC*AC .11 .04 2.53 .01 .02 .19 

Note. n =330. Dummy variables are age and gender. Unstandardized regression coefficients. Bootstrap sample 

size=5000; LL = lower Limit; CI = confidence interval; UL = Upper Limit. 

OC= Organizational Change 

AC = Adaptability Culture 
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Fig. 1: Interactive Effect of Adaptability Culture and Organizational Change on Sense Making 

5 Discussion 

This study extends the literature on organizational change. This research advances current understandings of social 

cognitive theory (Bandura, 1986). The goal of the study was to bring attention to the less explored organizational 

change outcome of change-supportive intentions through the mediating path of sense-making. As per the 

knowledge of researcher through exploring the past research, no any study explored this relationship yet. This 

study's findings supported all other hypotheses except one direct hypothesis. Organizational change has positive 

relationship with employees’ change-supportive intentions (Hypothesis 1) was not supported; while 

organizational change has positive relationship with sense-making (Hypothesis 2) was supported. The results 

supported Hypothesis 3 that proposed relationship between employees’ sense-making and employees’ change-

supportive intentions. While Hypothesis 4 was also supported given the positive relationship that sense-making 
fully mediates the relationship between organizational change and change-supportive intentions. Adaptability 

culture appears to fully moderate the relationship between organizational change and sense-making (Hypothesis 

5). This study will impact on the society positively as organizational change has been an issue of a great focus 

post COVID-19. 

This research study incorporates the literature on organizational change, sense-making and employees’ change-

supportive intentions outcome while considering the moderating role of adaptability culture that is again an 

understudied variable in the research with a combination of these variables. 

COVID-19 impacted over the structure of work worldwide including Pakistan. According to the report published 

by (Division, 2022) initially on 26th February 2020, Pakistan saw the majority of COVID-19 cases reported as 

76,398 cases were reported by 1st June 2020, with 1,621 deaths.  

This is the first study conducted with the combination of these variables in Pakistan as per to the best of the 
literature knowledge of the researchers. COVID-19 has made tremendous changes in the overall working of all 

the organizations of Pakistan. Researchers that desire to do additional research will find this study to be helpful 

in the area of organizational change post COVID-19. As Pakistan faced many changes in working settings post 

COVID-19 and an important factor in the current circumstances is learning how to adapt to change. 

4.3  Theoretical Implications 

This study used Social Cognitive Theory (SCT) that proposed behaviors are affected in reciprocal determination 

by certain type of personal and environmental factors. After thorough literature investigation of the concerned 

filed the researcher found no prior study in the past used SCT to describe the proposed process, so that this study 

will offer the application of SCT to test the relation of organizational change and its impacts on employees. The 

theoretical implications of this research reveal that sense making is crucial for fostering change-supportive 

intentions inside organizations. The link among organizational culture and sense-making is further moderated by 

adaptability culture. The study emphasizes the importance it is to take these variables into consideration when 
planning interventions that foster organizational transformation. 

4.4 Practical Implications 

This study contributes in existing literature of organizational change and employees’ change-supportive intentions 

by explaining that how organizational change fosters individuals to indulge into such intentions. The managers 

are encouraged to concentrate on how to cope up with the organizational change by focusing on making the culture 

of the organization more adaptable as the results of the current study stated that having more adaptable culture 
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will make employees to have more sense-making. The practitioners in organizations must design such training 

programs which help employees to understand the significance of sense-making and develop their capability to 

cope up with the organizational changes using their internal cognition. Moreover, A culture of adaptation and 

sense-making may be promoted within an organization through organizational policies, leadership development 

programs, and training programs. Such businesses that want to make changes in the activities due to COVID-19 
can take the initiative by taking some interviews and by conducting surveys from subordinates to know about 

whether they possess change-supportive intentions. 

5.3 Limitations and Future Recommendations 

The impact of organizational change on employees and their attitude plays important role in the organization. In 

recent research, it has been urged that organizations pay special attention to the underlying causes of their 

employees' behavioral displays. COVID-19 made organizations to change the routine and working patterns and it 

became a necessity of the time to investigate the outcome of such change on employees’ intentions. Present study 

provides an exclusive and new perspective of organizational change and its outcome; change-supportive 

intentions, in addition with sense-making as one of the underlying mechanisms through which organizational 

change positively associates with an employees’ change-supportive intentions. Moreover, the present study 

considers one of the appropriate boundary conditions of adaptability culture in the organizational change and 

sense-making relationship. 
There was a need to contribute in the literature and research by exploring research gaps in the field of 

organizational change and related outcomes. COVID-19 became cause of major organizational changes and 

became a topic of fast attention in the literature. By using social cognitive theory this study answered to the call 

about broadening the methods used and the theories drew upon to study sense-making (Christianson and Barton, 

2021). 

This study managed to explore sense-making and expanded the literature by investigating the role of 

organizational adaptability culture influence on sense-making (Sarna et al., 2022). The current study expands the 

change-supportive intentions literature by giving attention on cultural influences to better explain how relevant 

they are in formatting of change-supportive intentions (Ahmad et al., 2021). There was a need to make a literary 

contribution by examining the employee responses to change as it was recommended to further investigate on it 

(Brazzale et al., 2022). This research tried to fulfill the need to bring to light the critical role played by the people 
in terms of the pandemic rarely studied in sense-making literature by exploring the role of nurses (Christianson 

and Barton, 2021). 

Strength of the study is that it adds to the literature of organizational change by exploring the social cognitive 

theory, the study variables have not been studied with this theory in the past literature. This work will open new 

horizons for the practitioners as they can use the results of the current research to handle organizational change 

post COVID-19 and get positive controlling mechanism towards organizational change. When organization will 

provide such a flexible culture to employees where they feel flexibility to cope up with organizational change it 

will make become beneficial for the employees as well as the whole organization’s environment. 

Data was collected from service sector where only public hospitals were approached. Other sectors, rarely studied 

in sense-making literature domain, delivery drivers, daycare providers, community activists, restaurateurs, and 

small business entrepreneurs, health and hospitality could be used for data collection (Christianson and Barton, 

2021). A time lag research design was adopted in the current investigation. It's possible that employees' cognitive 
and behavioral responses to changes have changed over time as the COVID-19 issue continues and has an impact 

on organizational responses. Future studies could use longitudinal design to understand the employees' intentions 

to support change during different stages of the post COVID-19 organizational change. 

Data was gathered from the individuals (employees) where same employee reported organizational change, 

adaptability culture, sense-making and change-supportive intentions. Future studies may use other designs for 

portraying better results and more authenticity. 

The current study explored the moderating role of adaptability culture in the interactions between organizational 

change and sense-making. Future researchers can use other moderators between these variables, like mindfulness 

can be used as a moderator (Shahbaz and Parker, 2022). 

The present study investigated the mediating role of sense-making in the relationship between organizational 

change and change-supportive intentions, other variables could be used as a mediator in the proposed relationship, 
such as mindfulness could be used as a mediator (Shahbaz and Parker, 2022). Despite the fact that this research 

presents valuable details on the connections between organizational change, sense-making, adaptability culture, 

and change-supportive intents, there are certain limitations that should be observed. Firstly, the study's use of self-

reported data, which is prone to bias, is a drawback. The study failed to examine the influence of any other possible 

mediators or moderators that could have an effect on the relation between organizational change and change-

supportive intentions. 

Future research should replicate the current study in different cultures and other countries to see does culture have 

an influence on the variables and the individuals’ responses that are considered in this research study. 
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Finally, future researchers are encouraged to explore the mechanisms, implications, and boundary conditions of 

interpersonal sense-making and work meaning (Kong and Belkin, 2021). 

6 Conclusion 

The study's findings support the concept that organizational change impacts sense-making, which in turn impacts 

the intentions of those supporting the change. The association between organizational culture and sense-making 
is also moderated by adaptability culture. The study sheds significant light on the important role of sense-making 

and adaptation culture in fostering change supportive intentions inside organizations, despite the lack of 

supporting data for a direct relationship between organizational transformation and change supportive intentions. 
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