
 Business Management and Strategy 

ISSN 2157-6068 

2017, Vol. 8, No. 1 

www.macrothink.org/bms 
1 

The Effect of Internal Communication on Employees’ 

Commitment to Change in Malaysian Large Companies 

 

Leonis Marchalina (Corresponding Author)  

College of Business, Universiti Utara Malaysia, Malaysia 

E-mail: leonismarchalina@gmail.com 

 

Hartini Ahmad 

College of Business, Universiti Utara Malaysia, Malaysia 

 

Received: Dec. 30, 2016   Accepted: Jan. 11, 2017   Published: January 20, 2017 

doi:10.5296/bms.v8i1.10629    URL: http://dx.doi.org/10.5296/bms.v8i1.10629 

 

Abstract 

Employees’ commitment seems to be vital in decision making for any organizations in order 

to be able in business competition and to adapt with changes. The commitment among 

employees can be a crucial tool for improving their performance in organizations. 

Communication is needed to raise awareness among employees on the need of change as well 

as creating the readiness to the change whereby it leads to the commitment to change. The 

objective of this paper is to examine the influence of internal communication on employees’ 

commitment to change. Apparently, this issue likely has attracted the attention among either 

scholars or researchers. The theoretical contribution has been added in this study by 

investigating the effect of internal communication in influencing employees’ commitment to 

change. A survey of structured questionnaire was conducted in five-hundred fifty employees 

in Malaysian large companies. The significant relationship has been found between internal 

communication and employees’ commitment to change through multivariate regression 

analysis. Moreover, the implications to practice and theory are discussed. 

Keywords: Employees’ commitment to change, Internal communication, Malaysian large 

companies, Organizational commitment
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1. Introduction  

Change is a law of nature that occur inevitably. It was observed that the change ought to be 

happen as the environment itself is changing also whether in a small scale or in a large scale. 

This is because it cannot be stagnant if it wants to still exist in the business environment. This 

view is supported by Burke (2013) stated that organization ought to change in order to 

survive in the highly competitive and dynamic environment. The environment is dynamic as 

a natural reaction to the natural changes, and so does the organizations need to change as well 

(Child, 2015; Walmsley & Lewis, 2014). Therefore, it is understood that change is crucial for 

the development of organization’s performance. We realize the organization change not 

merely for the sake of the change itself, instead, it was about learning and regenerate the 

organization. It could be done through inculcate the required change to the individuals, 

organizations or groups so that those will be more competitive in the future, which is in line 

with previous studies (such as Cummings & Worley, 2014; Wooten & Hoffman, 2016).  

Among the important debates on the change failures in the organisation which leads to the 

business failures are in terms of debt repayments (Ong et al., 2011), management frauds (Yap, 

2012), lack of leaders’ skills and competencies (Ahmad & Seet, 2009), and commitment to 

change (Burke, 2002; Gelaidan & Ahmad, 2010; Probst & Raisch, 2005). Recently, many 

focuses on the need to study on the commitment to change because it is actually becoming 

the unanswered phenomenon in the country in general and company in specific (Abrell-Vogel 

& Rowold, 2014; Chen et al., 2012; Erkutlu & Chafra, 2016; Rogiest et al., 2015). 

There is little evidence on the commitment to change in the large companies as still few 

studies reveal the key factors that contribute to the commitment to change particularly on the 

individual levels. To the researcher understanding, most of literatures have been studied that 

most of change failures occurred in Small-Medium Enterprises (SMEs) (e.g. Jaafar & 

Abdul-Aziz, 2005; Ahmad & Seet, 2009; Paulet et al., 2014) but a very few concerned on 

large companies, particularly in Malaysia. Large companies in America pledged and 

committed to fight the climate change (Fortune, 2015). Competition and business change can 

affect the ability of companies to maintain or increase their company’s profit. Whereas, the 

effect mostly affected in large companies due to their business circumstances. The change 

affects globalisation through the increasing of business competition and advanced of 

technology (Tuanmat & Smith, 2011). This kind of change mostly occur in large companies. 

The global crisis hits the French companies to the sectors that highly used in mediocre 

consumption particularly in consumer products and automotive industries (Bricongne et al., 

2012), and yet in banking sectors as respond to the financial crisis (RT Television Network, 

2015).  

Similarly, the automotive industries play a key role for Malaysian economy that grew fast in 

the past few years (Mousavi et al., 2011) though it was hit the financial crisis based on 

KPMG International (2008). The global crisis affected the four regional economies in Asia 

such as Singapore, Indonesia, Thailand and Malaysia. The slow China’s economy, as 

Malaysia’s largest business partner, has affected the degenerate its GDP growth. The 
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dynamic of globalization affect economy in Malaysia that encouraged Malaysia to change. It 

requires the change in management and operations in most businesses (Tuanmat & Smith, 

2011). Change initiatives are somewhat the norm for companies currently, regardless their 

size, sector or industry of their company (Bellou & Chatzinikou, 2015). Organizational 

change is required in any companies in responding the global crisis that occurred (Ahmad & 

Gelaidan, 2011). 

In order to implement change effectively, it requires commitment in any organizations. A 

commitment to change has been depicted as an adhesive tool that provides crucial bond 

between people and purpose of change itself (Baraldi et al., 2010). Most companies would 

like to reveal their employees’ talents and enthusiasm through their commitment (Senge, 

2014). Employee commitment seems to be crucial in decision making for any organizations 

to be able in business competition and to adapt with changes. The commitment among 

employees can be a crucial tool for improving their performance in organizations. 

In the present study, focus was given to the role of internal communication (IC) as the 

individual variable that is purportedly able to explain its effect on employees’ commitment to 

change. Many studies focused on vital role of internal communication in the change process 

(Walker et al., 2007) but there are still rare literatures that discussed its role in employees’ 

commitment to change. A little evidence found on the relationship between internal 

communication and organizational commitment (Carrière & Bourque, 2009). Previous 

studies found the positive relationship between communication and organizational 

commitment (Ng et al., 2006; Varona, 1996). Given the gaps in the theoretical understanding 

in this issue, this present study explored the effect of internal communication on employees’ 

commitment to change. Communication is needed to raise awareness among employees on 

the need of change as well as creating the sense of urgency to the change whereby it leads to 

the commitment to change. 

2. Literature Review  

The discussions related internal communication have been more appealed in the beginning of 

twentieth century. Communication is another dimension that related to the successful 

organizational change. Communication is required to adapt with the change processes by 

those that are affected (Bull & Brown, 2012). Without the effective employee communication, 

change is barely possible whereby it was ignored by most of companies. Communication is 

well known to establish change readiness, to decrease uncertainty and apparently as a crucial 

factor in obtaining commitment (Armenakis et al., 1993; Klein, 1994). According to Simoes 

and Esposito (2014), communication that aligns with the change gains commitment among 

employees by decreasing their tendency to resist the change. The relationship between 

communication and organizational change have been attracted the attention of previous 

researchers on the last decades (Johansson &Heide, 2008). In raising awareness among 

employees on the necessity of change and creating a sense of belonging for sustainable and 

cohesive attempts to change are the importance of communication itself (Sundstro & Annika, 

2009). Jalil (2011) studied that internal communication hypothesizes the direct relationship 
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with commitment to change among employees in strengthen their sense effectively. Likewise, 

several previous studies have stressed on the importance of communication role in change 

processes (Ford & Ford, 1995; Kotter, 1996; Lewis & Seibold, 1996; van Vuuren & Elving, 

2008). Even Lewis (1999) boldly stated that there is inseparably linked processes between 

communications and organizational change. The strong interest regarding internal 

communication due to the enhancement of a complex and modern organizations and the 

information technology used by companies to communicate and to interact with their 

subordinates (Bélanger & Watson-Manheim, 2006; Byrne & LeMay, 2006; Turner et al., 

2006). The sense of disequilibrium with the current status quo will be increased with an 

effective internal communication (Raineri, 2011). The instability of current performance 

mandates change is need to be communicated timely and transparently to stakeholders; 

particularly the employees. Without a proper and adequate communication, it might make 

harder or irresponsible to execute the change plan, such as through the policy plan (Lai & 

Ong, 2010). 

Lai and Ong (2010) further stated that to increase employee consciousness, the organization 

should help the employees to understand that the status quo is undesirable. This can be done 

in formal or informal communication within departments or organizations (Raineri, 2011). 

Previous studies showed a good communication reduce employee's feelings of inertia, and 

provide them with the considerate that the change is imperative. Furthermore, it helps 

employees change their conceptual as well as the emotional viewpoints on their current status 

quo (Buchanan et al., 2005; Lai & Ong, 2010). In support of this, Holt et al. (2007) suggested 

a more comprehensive approach including structured communication process to staff on 

compelling reasons for the intended change, the enablers and intended outcome. When 

adequate communication is deployed to employees, they will be more likely to understand 

and will resonate the idea of the insecurity of the current status and further open their mind. 

Communication is necessary to provide salient information and to insist the employees on 

doing something better. Communication will also promote sense of belonging among 

employees which is crucial to foster commitment and cohesiveness among employees 

(Raineri, 2011). Several authors argued that facilitating communication during the change 

process, allows employees to understand what, when and why the organization should adapt 

to the new circumstances (Dutton et al., 2001; Lewis et al., 2006). Employees should not only 

demonstrate the behaviors of the need to change, but also comprehend the reasons why the 

need of change is important in the current situation. Internalizing the reason for change would 

lead to a sustainable sense of urgency by employees as it appeals directly to the 'emotional 

buy-in' instead of only 'intellectual-buy-in'; a concept highlighted by Sparrow and Cooper 

(2003) while analyzing the struggle of Sony in embarking a major structural change in 2004. 

Employees tend to respond to the urgency of change when they can relate their own 

involvement individually in determining the future of the organization, hence, a strong sense 

of belonging and commitment. Therefore, it is believed that the communication will intensify 

employee awareness to embrace change. Johnson (2009) offered scenarios where 

communicating urgency and commitment in support of new way of doing things are crucial. 
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Communication should match the urgency and commitment they express earlier, of an 

individual's perceived urgency level to support change. 

Furthermore, Sundstro and Annika (2009) highlighted interaction within organization 

provided coordination and discussion on demand to change. It is suggested that the 

communication supported the need for change in organization provide opportunities for 

issues to be viewed from several perspectives, thus to be more open-minded. Intense 

communication has been shown to enhance the urge for betterment. They further suggested 

the communication on the objectives of changes in is vital in the sense of urgency. 

Communication is suggested to be crucial for the sense of urgency to move from the current 

state to the future state (Bordia et al., 2006; Kotter, 1996a; Martin et al., 2006; Meyer et al., 

2006). Internal communication, such as open dialogue is to trigger awareness of the sudden 

need to change, as the way management promotes the change processes to the organization. 

Nevertheless, in communication a change of directions, clarity and transparency are most 

critical as cited by most studies. Clarity is imperative on making employees understand on 

why the company had to change, what was going to change, when and how change would be 

realized, and with the involvement of whom. The transparency of the communication gain 

trust that would enable commitment to change among employees. Some stressed that 

communication has to be a continuous process to enable total employees buy-in to the 

intended change (Blanchard & Stoner, 2004). 

Company which made frequent and solid communication efforts to ensure understanding and 

support of the change program will likely see the sense of urgency for change among 

employees rise (Hertog et al., 2010). The management should exemplify the needed changes 

in the company by playing a key role in the circulation of information of the change process. 

Based on the findings by Hertog et al. (2010), the majority of the firms considered 

communication as an effective tool to stimulate a sense of urgency. In most cases, 

communication serves as painful facts similar to shock therapy. Most of the firms began their 

change programs with one-way communication (broadcasting) to express the situations 

urgency and to justify far-reaching changes. Especially among the early adopters, participants 

explained that this was only the beginning of a communication process. The one-way 

communication had to be converted into a two-way system, both at the level of 

management-worker representatives and at the lower level of employees. 

Communication is believed as a crucial tool in the successful change implementation due to it 

used as transmitter to announce, to explain, to inform and to prepare people for change for the 

positive and negative impacts of implementing the change itself. It enhances the 

understanding of commitment to change in order to prevent confusion and resistance to 

change (Kitchen & Daly, 2002; Spike & Lesser, 1995). Internal communication theory linked 

employees to their organization as it extends its scope to include linkages between internal 

communication and organizational commitment (Ruck & Welch, 2012). A case study of 32 

senior HR managers through in-depth interviews expected that managers to be more effective 

in interpersonal communication that focus mainly on the clarity and frequency of the 
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messages, their ability to actively listen and the ability to lead in collaborative way. The way 

of messages was sent and a leadership style that engendered trust was the most important 

when HR managers wanted to enhance employee commitment to the organization (Bambacas 

& Patrickson, 2008). It highlights that the interpersonal communication skills that enhance 

organizational commitment and are most valued by organizations are those that are most 

lacking in managers. Generally, literature that has considered communication that linked to 

commitment has focused on two areas. First, the focus has been on general aspects of 

communication such as communication satisfaction (Varona, 1996), communication climate 

(Guzley, 1992; Van den Hooff & de Ridder, 2004), quality of communication (Thornill et al., 

1996), communication systems (Jacobs, 2006) and their links to affective commitment. 

Second, specific facets of communication such as organizational information provision (Ng et 

al., 2006), relationship with upper level management (Putti et al., 1990) and their link to 

affective commitment has been considered.  

In addition, a survey of 104 full-time employees by Awad and Alhashemi (2012) investigated 

the employees’ motives for communicating with their superiors and co-workers, their 

satisfaction and commitment towards their organization. The importance of their study is to 

depict how employees’ purposes for communication relate to satisfaction and commitment 

with their leaders, jobs and the company at which they work. It focused on job satisfaction, 

commitment, relationships at work and ways of building up such relationship with superiors, 

co-workers and with organization at large. The research also covers other related topics 

including barriers to organizational and interpersonal communication. The main purpose is to 

establish a link between relationships at work, job satisfaction and commitment in 

organizations. Hence the following research hypotheses are offered: 

 

 

H1:  There is a significant relationship between internal communication and affective 

commitment to change 

H2:  There is a significant relationship between internal communication and continuance 

commitment to change 

H3:  There is a significant relationship between internal communication and normative 

commitment to change 

 

3. Method 
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3.1 Sampling 

Data were collected from 311 employees in Malaysian large companies. According to Bursa 

Malaysia (2015), there are 812 listed companies whereby all of them are the large companies 

that surpassed the requirements as reputable companies in Malaysia.  This research will 

stratify its sample into 30 largest companies that listed in FTSE Bursa Malaysia Kuala 

Lumpur Composite Index (FBM KLCI) Malaysia. This study applied a cluster sampling by 

identifying the number of large companies as well as the participants that required to be 

involved in the sample. The data only succeeded to collect the valid 311 questionnaires from 

550 questionnaires that have been sent directly to the employees from different large 

companies in Malaysia that based generally in Kuala Lumpur and surroundings. All of 

participants were informed well about the purpose of this study in the questionnaires as well 

as boldly brief them about the confidentiality of their information in this survey. This survey 

took 15-20 minutes approximately in completing filled the questionnaires that were 

distributed on-site to the respondents directly. 

The 311 participants (160 males and 151 females) had a ranged age of (32.7%) 25-30 years, 

and on average had worked with their current company close to 5 years. The majority of the 

participants were Malay (84.3%) as expected. Very few of them were of non-Malay race, 

possibly are Chinese and Indian descents but they are local people mostly. The participants 

were having 5-10 years (33%) working experience and 1-5 years (32.1%) working experience. 

The participants had achieved on average undergraduate level mostly at 67.6% (hold bachelor 

degree) of education. They mostly worked in sales and marketing department (16%) and 

administration department (13.8%). They were also in entry level employees (24%) and 

supervisors (23.1%).   

3.2 Measures 

Employees’ commitment to change. The measurement of employee commitment to change 

is based on the model of commitment to an organizational change of Herscovitch and Meyer 

(2001) in general theory of workplace commitment. Meyer and Allen (1997) stressed 

commitment as one of the most crucial factors that involved employees to support the change 

initiatives phenomenally. The instrument was adapted from Herscovitch and Meyer (2002). 

There are there dimensions under commitment: affective commitment, continuance 

commitment and normative commitment to change. Respondents were asked about their level 

of commitment in their companies, how strong their commitment towards it.  They reported 

the scale of internal consistency of affective commitment at .92, continuance commitment 

at .71 and normative commitment at .78. 

Internal communication. In order to adapt to the new circumstances, employees should 

facilitate the communication during the change processes (Dutton et al., 2001; Lewis, 2006). 

Communication is vital to create and maintain the relationship in order to create bonding 

among employees in organization that can engage them into commitment to their 

organizations (Awad & Alhashemi, 2012). Hence, this variable consists of nine (9) items that 
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was adapted from Hoyle (2010), Herold et al. (2008) and Paton et al. (2008). Reliability test 

is assessed to indicate that the items have the acceptable internal consistency. Commonly, the 

reliability for all items were acceptable in the minimum 0.60 (Bagozzi & Yi, 1988); whereby 

the internal consistency for variable internal communication was 0.683. Each item was 

assessed by a five-point of Likert scale that raging from '1' "Strongly Disagree" to '5' 

"Strongly Agree" whereby all of items represented internal communication.  

4. Results 

Data were first checked for descriptive statistics such as frequency analysis to detect missing 

values and outliers before they were subject to further tests by using SPSS Version 22 

software. Factor analysis was run on the main constructs: employees’ commitment to change 

(affective, continuance and normative commitment) and internal communication. Based on 

factor analysis, the employees’ commitment to change was found to be unidimensional, 

contrary to the original theoretical exposition. Next, reliability, correlation, and multiple 

regression analyses were run. 

Table 1. Mean, Intercorrelations and Reliability Coefficients of Main Variables 

 Mean S.D α IC AC CC NC 

Internal Communication 3.53 .94 .86 1    

Affective Commitment to Change 3.34 .99 .89 .545** 1   

Continuance Commitment to Change 3.48 1.14 .91 .562** .423** 1  

Normative Commitment to Change 3.47 1.17 .92 .540** .422** .331** 1 

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

IC = Internal communication; AC = Affective commitment; CC = Continuance commitment; 

NC = Normative commitment  

Table 1 shows the descriptive, correlations and reliability coefficients of the main variables. 

As indicated, the instruments that measured the main variables were deemed to be reliable, as 

the alpha coefficients were all beyond the acceptable level of .70 (Nunnally, 1978). Findings 

elaborate that all under study variables are significantly and positively correlated with each 

other. 

 

 

 

Table 2. Multivariate Regression Analysis 
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Dependent Variable Parameter β Std. 
Error 

t Sig. 

Affective commitment to Change Intercept 1.327 .183 7.237 .000 

IC .571 .050 11.414 .000 

Continuance Commitment to 
Change 

Intercept 1.084 .208 5.208 .000 

IC .678 .057 11.933 .000 

Normative Commitment to Change Intercept 1.117 .217 5.150 .000 

IC .668 .059 11.270 .000 

Independent Variable: Internal Communication 

Table 2 shows the findings of multivariate regression analysis. Results proved that internal 

communication has significant and positive association with affective commitment (β = .571, 

p < 0.05, t=11.41) and supported to H1. Similarly results also divulged that that there is 

significant and positive relationship between internal communication and continuance 

commitment (β = .678, p < 0.05, t=11.93) and supported to H2. Moreover, results also 

highlights that internal communication has significant and positive association with 

normative commitment (β = .668, p < 0.05, t=11.27) and supported to H3. 

5. Discussion 

This present study undertook to prove the research objective: To examine the influence of 

internal communication on employee commitment to change. It was revealed that internal 

communication is able to affect the collective employees’ commitment to change of affective, 

continuance and normative commitment strongly in a company based on the empirical 

analysis that being observed.  Internal communication allows the employees to gain trust 

from their companies through the effective internal communication, so that they will commit 

to their company to change. Generally speaking, the empirical observation lend support to 

existing literatures on the positive contribution of internal communication in organizational 

change (e.g. Bordia et al., 2006; Crestani, 2016; Jalil, 2011; Johansson &Heide, 2008; Kotter, 

1996a; Lewis, 1999; Martin et al., 2006; Meyer et al., 2006; Raineri, 2011; Simoes & 

Esposito, 2014), suggesting that internal communication significantly affect the employees’ 

commitment to change from all aspects (Awad & Alhashemi, 2012; Bambacas & Patrickson, 

2008; Ruck & Welch, 2012). However, the evidence somehow indicates that internal 

communication has different impact on different commitment. Yet, the impact for three 

aspects of commitment (affective, continuance and normative commitment) remains strong.  

According to McKay et al. (2013), affective commitment is one of the aspects that is being 

affected by internal communication.  Affective commitment refers to emotional attachment 

among employees to commit in a company (Khan et al., 2010). Internal communication 

strengthen the employees’ trust through the enhancement feelings of the messages given from 

the organization towards employee levels of affective commitment (Meyer & Smith, 2001). 

Researchers have generally found that the method of message is decoded is rely on how 

perceived and concluded (McShane & Travaglione, 2003) whereby those quality of the 
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feedbacks employees received that positively connect to their level of commitment (Beck & 

Wilson, 1997; Francis-Smythe & Smith, 1997) such as affective commitment (Bambacas & 

Patrickson, 2008; Carrière & Bourque, 2009). This also could explain the positive 

relationship found between internal communication and employees’ affective commitment to 

change.  

Continuance commitment refers to the consequences the employees perceived are connected 

to leave the companies (Khan et al, 2010). Whilst to date not many studies have looked into 

the effect of internal communication towards the employees’ continuance commitment to 

change, yet this study has been supported by previous studies at which it found that internal 

communication worked as a lift to generate trust among employees’ relationships (e.g., 

Meyer & Smith, 2001; Togna, 2014). Rousseau (2004) stated that one of company’s 

obligations towards their employees is offering them the opportunities for their career 

development as a psychological contract. Companies are required to provide the intense and 

frequent internal communication that beneficial for their career growth. The continuance 

commitment among employees might increase by giving them these attention and recognition 

(Suliman & Iles, 2000). Normative commitment refers to the pressures among employees to 

stay in their company as resulted from the company’s obligations. Some of important 

implications on practical contribution have been found in this study. Internal communication 

strengthen the employees’ trust through the enhancement feelings through the messages 

given from the organization towards employee levels of normative commitment (Meyer & 

Smith, 2001). According to Brown et al. (1995), normative commitment occurred among 

channel members whereby it increased coordination within channel as well as increased the 

experience for closer integration through communication (Wu et al., 2004). This present 

study suggested that the leaders and their subordinates to explore more about their current 

practices in handling the effective internal communication that based on the findings. Special 

attention ought to be provided in the implementation of effective internal communication 

particularly as this practice are likely to strengthen the occurrence of employees’ commitment 

to change. In particular, the leaders need to understand that the thoughtful and meaningful 

words they communicated with employees gave the sense of values among employees. The 

values they experienced create their moral obligation to commit in their organization (Islam 

et al., 2014). 

A prudent consideration ought to be taken on the findings regarding the importance of 

internal communication in affecting employees’ commitment to change despite of its 

significant results. Regardless the singular limitation of variable internal communication, the 

adversities occurred on the attempting to involve all participants from large companies, yet, 

the HR department policy seemed complicate the data collection procedures. Consequently, 

the data collected not entirely represent all departments in large companies and even some of 

large companies rejected the attempt of data collection process of this study.  

 

6. Conclusion 
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This present study undertook to investigate the importance of internal communication in 

affecting the employees’ commitment to change. There is significant relationship between 

internal communication and employees’ commitment to change on affective commitment, 

continuance commitment and normative commitment based on the empirical results that were 

found, whereby it suggested that internal communication affect the employees’ attitude to 

engage and commit to change in their company. From the practical perspective, this present 

study encourages the company to explore more their internal communication practices 

effectively so that it can be useful for their organizational change.   

In a nutshell, the commitment to change undoubtedly poses an interesting phenomenon in the 

development of business globally as a reaction to change. In fact, this issue can be seen as 

interesting opportunities and benefits among companies in order to develop their business 

despite of its challenges that affect the world of business industry. The respond of how 

organizations can communicate the change effectively to their subordinates and affect their 

attitudes to commit to the change itself seemed to be the most challenging issue. Studies on 

organizational change will attract many scholars in initiating the academic activities toward 

improving a better understanding about the importance of employees’ commitment to change 

in terms of theoretical perspective. 
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