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ABSTRACT 
This study investigated the relationship between strategic change and employee commitment in insurance 

companies in Rivers State. The study adopted the cross-sectional survey in its investigation of the variables. 

Primary source of data was generated through self- administered questionnaire. The population of the study 

was 156 employees of ten (10) selected Insurance Companies in Port Harcourt. The sample size of 112 was 

determined using the Taro Yamane‟s formula for sample size determination. The research instrument was 

validated through supervisor‟s vetting and approval while the reliability of the instrument was tested using the 

Cronbach Alpha coefficient with all the items scoring above 0.70. Data generated were analyzed and 

presented using both descriptive and inferential statistical techniques. The hypotheses were tested using the 

Spearman‟s Rank Order Correlation Statistics. The tests were carried out at a 95% confidence interval and a 

0.05 level of significance. Empirical findings revealed that Change positively and significantly influences 

Employee Commitment in Insurance Companies in Rivers State. The result of the findings further revealed 

that strategic change, gave rise to affective commitment, normative commitment, continuance commitment.  

The study recommends that management of insurance companies should also ensure that all the employees 

are competent enough to carry out structural changes by having frequent in-house training. The organization 

could also invest in business seminars and conferences so as to get new ideas. 

Keywords: strategic change, insurance companies, employee commitment 

 

INTRODUCTION 

 Change is any action or set of actions resulting in a shift in direction or process that affects the way an 

organization works. Change is the process of becoming different. It can be deliberate and planned by leaders 

within the organization or change can originate outside the organization (budget cut by Congress) and beyond 

its control. Change may affect the strategies an organization uses to carry out its mission, the processes for 

implementing those strategies, the tasks and functions performed by the people in the organization, and the 

relationships between those people. Naturally, some changes are relatively small, while others are sweeping in 

scope, amounting to an organizational transformation (Fisher, 2001). 

Change is a fact of organizational life, just as it is in human life. An organization that does not change cannot 

survive long much less thrive in an unpredictable world. Several factors may make organizational change 

necessary, including new competition in the marketplace or new demands by customers (Kotler & Armstrong 

2013). When change is well planned and implemented, it helps assure the organizations‟ continued survival. It 

can produce many tangible benefits, including improved competitiveness, better financial performance, and 

higher levels of customer and employee satisfaction. Not every individual in the organization will benefit 

personally from change some will be casualties of change, especially if jobs are cut or realigned. But change 

should make the organization as a whole stronger and better equipped for the future (Mullins, 2007). Change 

is inevitable in organizational life and the rate of change is accelerating. Gradually, the process of change 

confronts almost every individual in his work and personal life. Understanding the nature of change and how 
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it affects people contributes to an understanding of human behavior in organizations (Durbin, 1978). 

Organizations are concerned with what should be done to achieve sustained high levels of performance 

through people (Armstrong, 2001). Organizations are under tremendous pressure to pursue organizational 

change in order to survive in an environment of increasing change and turbulence. Management scholars 

know that this level of change may have a serious negative effect on employee attitudes and performance 

(Osterman, 2000). 

The dramatic changes in the business environment over the last four decades have forced organizations to 

respond in a strategic manner in order to survive and progress. Every strategic response made by the 

organization presupposes the involvement of people. People have a role to play in the implementation of 

strategic responses for they impact significantly on firm performance (Kandula, 2006). Organizations get their 

work accomplished through employees who perform different tasks. Therefore in order to improve the 

performance of organizations, employee commitment is necessary as it promotes level of individual employee 

performance. An employee who is committed in the work place is of great value to the organization as they 

may need little or no supervision to accomplish the tasks assigned to them (Brow; Taylor, 2011). John; Elyse 

(2010) asserted that there is no firm that can achieve peak performance in the current competitive business 

environment unless it makes optimal use of its employees. Every employee needs to be committed to the 

company‟s goals and objectives, performs their duties as effectively as a member of the team in order to 

realize organizational objectives. Employees need to partner with the entrepreneurs as they rely on the efforts 

of the entrepreneur to deliver on the organizational objectives. This is due to the fact employees want to be 

part of an organization that is successful, which pays well and offers opportunities for development and 

security of tenure (John; Elyse, 2010). Brow; Taylor (2011) argued that committed employees remain within 

the organization therefore saving the organization of the costs required to recruit, train and develop new staff. 

In addition, high staff turnover increases customer satisfaction due to discontinued service delivery (Scott, 

2007). 

Purpose of the Study 

The main purpose of the study is to examine the relationship between strategic human resource management 

and employee commitment in insurance companies in Rivers State. 

The specific objectives of the study are to: 

i. Examine the relationship between strategic change and affective commitment in insurance companies in 

Rivers State. 

ii. Examine the relationship between strategic change and normative commitments in insurance companies in 

Rivers State. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
Fig 1.1 Conceptual framework of the relationship between organizational change and employee commitment 

Source: Desk Research, (2019)  
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LITERATURE REVIEW 

The underpinning theory for this study is anchored on the Resource Based view of the firm (RBV) which is 

an economic baseline theory. Resource base view theory refers to how competitive advantage can be achieved 

through the possession of valuable and rare resources that other competitors cannot imitate (Takeuchi, Lapak, 

Wang &amp; Takeuchi, 2007). Competitive advantage comes from the internal resources (human resources) 

that the organization has. It establishes the need for organizations to build a valuable set of human resources 

and bundling them in a unique way in order to achieve firm success. 

Resource base view has long provided an essential theoretical rationale for human Resource Based- view of 

the firm is concerned with the fundamental question of why firms are different and how these firms deploy 

their resources to achieve and sustain competitive advantage. This theory has been examined by some 

management experts who contributed to its development. There is a shift away from external forces to internal 

resources as what contributes to the competitive advantage of the firms in strategy literature over the last 

decade. The reasons for the shift are: firstly, the increase rate of change in products, technology and shift in 

customer preferences. Secondly, the activities and coverage of some industries overlap, especially the 

information-related ones (Betis and Hitt, 1995, Hamel & Prahalad 1994). Thirdly, the rate of change in both 

the external and internal environment of business has made firms to react very quickly, as competitive 

advantage is often tied to time (Stalk & Hout, 1990). 

The primary concern of RBV is resource, and the performance of a firm is determined by the firm- specific 

resources and capabilities (Barney 1991). According to Barney (1991) Resources refer to a firm‟s assets, 

capabilities, organizational processes, firms‟ attributes, information, knowledge etc controlled by a firm that 

enable the firm conceive of and implement strategies that improve its efficiency and effectiveness”. Resources 

are those asset that are tied semi-permanently to the firm (Wernerfelt, 1984). It includes Economic, physical 

capital, human capital, commercial, technological, organizational capital resources, or assets used by the firm 

to develop, manufacture, and deliver products and services to its customers, its reputation and informational 

resources, including a firm‟s corporate culture, as well as its management team (Barney 1991). Resources are 

the inputs into the production process. 

Strategic change is concerned with restructuring of an organization‟s business process in order to achieve 

their objectives. Strategic change is defined as “changes in the content of a firm‟s strategy as defined by its 

scope, resource deployments, competitive advantages, and synergy (Hofer; Schendel,1978).This means that 

forces from either internal or external environment can trigger demand for change in an organization‟s 

operating pattern and failure to respond to it could be detrimental to the organization‟s survival. It is 

important to note that the introduction of strategic change comes with many challenges which will include 

time required to develop it, implementation of the plan as well as assignment of people to come with 

strategies to drive it. However, there are different methods that can assist organizations in solving these 

challenges; these methods need great support and involvement of senior management to be successful. 

Besides that, there is a need of design team to define the basics of the change. 

In recent time, several scholarly research works have been conducted in the area of employee and 

organization commitment. Commitment is a difficult concept to define (Meyer & Allen 1997; Meyer & 

Hercovitch, 2001). They defined commitment is a force that binds an individual to a course of action that is of 

relevance to a particular target. Meyer and Maltin (2010) are of the opinion that the binding force can be 

experienced in different ways (i.e. can be accompanied by different mindsets), including an affective 

attachment and involvement with the target and an awareness of the cost associated with discontinuing 

involvement with the target and that in its pure form, these mindset are referred to as affective commitment 

(AC), normative commitment (NC) and continuance commitment (CC) respectively. 

According to Akintayo (2010) employee commitment can be defined as the degree to which the employee 

feels devoted to their organization. In the view of Ongori (2007), employee commitment is described as an 

effective response to the whole organization and the degree of attachment or loyalty employee feels towards 

the organization. According to Meyer and Allen (1991) affective commitment refers to the employee‟s 

emotional attachment to identification with, and involvement in the organization based on positive feelings, or 

emotions, toward the organization. The antecedent for affective commitment include perceived job 
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characteristic where there is task autonomy, task significance, task identity, skill variety and supervisory 

feedback, organizational dependability that mean extent to which employees feel the organization can be 

counted on to look after their interest, and perceived participatory management that they can influence 

decisions on the work environment and other uses of concern to them (Madi et al, 2012). They further 

asserted that the use of these antecedents is consistent with the findings by Rowden (2002) that these factors 

all create rewarding situations, intrinsically conducive to development of affective commitment. 

Also, Meyer and Herscovitch (2001) argued that the primary basis for the development of affective 

commitment are personal involvement, identification with the relevant target, and value congruence (Meyer, 

et‟ al, 2004). As a result of the above view of Meyer and Herscovitch (2001), which states that when there is a 

high level of affective commitment, employees will be willing to remain in that organization, otherwise the 

reverse will be displayed. It has also been seen in the view of Bal, Sullivan and Harper, (2014) that affective 

commitment reflects an emotional attachment and involvement in the organization. But earlier, Allen; Meyer 

(1991) defined affective component as an emotional attachment to the organization via identification, 

involvement and enjoyed membership. Additionally, Meyer et al (2006) noted that commitment has both 

cognitive and affective elements. The cognitive elements are behavioral forms and the basis of the 

commitment, and the affective element comprises whatever feelings a specific mindset invokes. Also, Kaptijn 

(2009) shows that Meyer; Allen affective commitment has three sub-components: 

1. The emotional attachment to the organization 

2. The identification with the organization and 

3. The involvement in the organization. 

These three components of affective commitment no doubt further elaborate it. It has also been discovered 

that affective commitment develops if the employee is able to meet their expectations and fulfill their needs 

within the organization (the employee wants to stay in the organization (Bargrain, 2010). The Centre piece of 

the research investigated the exploratory power of the three foci of affective commitment: affective 

commitment to the organization, as an entity; affective commitment to an immediate manager and affective 

commitment to immediate co-workers. This is crucial because it will affect performance and behaviour of 

employee at workplace. It may be positive or negative effect depending on the level of affective commitment 

by the individual employee to either, the organization; immediate manager and or immediate co-workers. 

According to Madi, et al (2012) normative commitment refers to an employee‟s feeling of obligation to 

remain with the organization where it based on the employee having internalized the values and goals of the 

organization. Normative commitment is said to reflect a sense of obligation on the part of the employee to 

maintain membership in the organization (Bal, et al, 2014). It has also been conceived that the potential 

antecedents for normative commitment include co-worker commitment where it includes affective and 

normative dimensions as well as commitment behaviour, organizational dependability and participatory 

management. And that coworkers‟ commitment is expected to provide normative signals that influence the 

development of normative commitment. It is worthy to mention that organizational dependability and 

participatory management are key issues that will foster and install a sense of moral obligation to reciprocate 

to the organization. Normative commitment is said to reflect a sense of obligation instilled in the employee to 

sustain membership in the organization (Bal, et al, 2014). 

Unarguably, Meyer and Maltin (2010) opined that latter observation regarding normative commitment is 

consistent with recent findings; demonstrating that normative commitment can have two faces, one reflecting 

a moral imperative and the other reflecting indebted obligation (Geltatly, et at, 2006; Meyer; Parfyonova, 

2010). Firstly, the moral imperative mindset is experienced when normative commitment combines with 

strong affective commitment. Secondly, the indebted obligation mindset results from a combination of strong 

normative commitment and continuance with weak affective commitment. Also, Lee; Chen (2013) asserted 

that normative commitment relates to obligation employee may feel they owe the organization for being given 

a job when they need it most. That in no small measure will increase or boost the employee level of 

commitment especially in a society where there is an army of unemployed people. And in another view, 

normative commitment is said to develop as a junction of cultural and organizational socialization and the 

receipt of benefits that activate a need to reciprocate (Scholl, 1981). Meyer; Allen (1990) stated that the 

normative approach is a less common approach to commitment.  
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In the light of this study, the study therefore hypothesized thus: 

HO1: There is no significant relationship strategic change and affective commitment in   insurance companies 

in Rivers State. 

HO2: There is no significant relationship strategic change and normative commitment in insurance companies 

in Rivers State. 

 

METHODOLOGY 

This study adopts a cross sectional survey method. The population of this study comprises of 156 employees 

of ten (10) selected insurance companies in Rivers State. The sample size for the study is 112 which were 

gotten from the ten selected insurance companies in Rivers State. Data collected from the field was edited to 

ensure consistency of responses. Data collected was first sorted and cleaned; it was then categorized and 

coded mathematically and entered into the data editor of Statistical Package for the Social Sciences (SPSS 

21.0). Descriptive statistics in the form of frequencies, tables, percentages, mean and standard deviation was 

used for the demographic profiles and items related to the characteristics of the respondents. To determine the 

strength and direction of the relationship between variables inferential statistical analysis was employed using 

Pearson‟s Product Moment Correlation Coefficient (PPMCC). It was appropriate for analyses because all the 

variables in this study were measured in interval scale. This helped us to establish the nature of association 

between the examined variables. The scale used for this study was previously adjudged reliable. However, we 

verify reliability outcomes through confirmatory test of internal consistency on the instrument with our 

sample using Cronbach alpha. This calculate the average of all possible Split-half Reliability Coefficient and 

the threshold level, 0.7 which is generally accepted by the rule of thumb (Nunnally, 1978) was considered 

adequate. 

 

DATA PRESENTATION AND RESULT 

Table 1:  Reliability Coefficients of variables 

S/N      Dimension/Measures of          Number of items     Number of cases     Cronbach alpha 

Variable 

1   Strategic Change                                 3                          95                          0.721 

2   Structural Change                                3                          95                          0.874 

3. Peoples‟ Change                                   3                          95                          0.771 

4. Affective Commitment                          3                         95                          0.846 

5. Normative Commitment                        3                         95                           0.748 

6. Continuance Commitment                     3                         95                           0.897 

Source: SPSS Output, 2019 
Our result in the table above shows a Cronbach alpha reliability of 0.7. This implies that the instrument 

for generation data was highly reliable. 

 

Table 2: Presentation of Questionnaire Distribution. 

Particulars of questionnaire                              Frequency                            Percentage 

Number of questionnaire copies administered.        112                                    100 

Number of questionnaire copies retrieved               102                                    91.07 

Number of questionnaire copies not returned           10                                      9.93 

Number of questionnaire copies wrongly filled         7                                       5.98 

Number of usable questionnaire                              95                                      95.02 

Source: Field Survey, 2019 
From table 2, it is observed that 112 questionnaire were administered to respondents. 10 questionnaire 

representing 9.93 percent were not returned. 102 questionnaire representing 91.07 percent were returned. 

However, out of this number only 95questionnaire representing 95.02 percent were correctly filled and thus 

suitable for data analysis. 
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Table 3: Analysis on Employee Commitment 

Response rates for and Descriptive Statistics for Affective Commitment 

Affective Commitment                     VHE         HE        ME   LE      VLE      Mean     Std.       Remarks 

1 Employees feel a sense of 

ownership towards this 

organization.                                       41        24         4      19      7        3.77        1.380     High 

 2 I are emotionally attached to 

the local government 

council.                                              30        42         7        6    10        3.80      1.251       High 

 3.Employees stay with our 

local government council 

because they are affectively 

committed to the 

organization                                     31           35         5      17   12         3.64        1.383    High 

Source: Field Survey Data, 2019 
Table 3 illustrates the response rates and frequency for affective commitment measured on a 3-item 

instrument and scaled on a 5-point Likert scale. 

Table 4: Response rates and Descriptive Statistics for Normative Commitment 

Normative Commitment            VHE         HE        ME   LE      VLE Mean     Std.     Remark 

1. Picture allegiance as essential, 

 hence I feel a sense of moral duty  

to stay put in the local government  

council                                             l5         28       6        4          6      4.25        1.167      High 

2. I will decline any offer from 

competing firms to live my 

present firm.                                    59         17    7       8       4        3.98         1.078        High 

3. I hope that an individual 

should always be loyal to 

his or her organization.                    30         45     5     12       3       4.28         1.108          High 

Source: Field Survey Data, 2019 
Table 4. Illustrates the response rates and frequency for normative commitment measured on a 3-item 

instrument and scaled on a 5-point Likert scale. 

Table 5. Correlation matrix for strategic change and employee commitment 

                                                                             Strategic change       affective commitment 

Spearman rho   Strategic Change    Correlation 

                                                       Coefficient                      1.000              .510** 

                                                       Sig. (2-tailed)                  . .                   .000           

                                                             N                                     95                  95  

                     Affective                  Correlation 

                     Commitment             Coefficient                    .510 **              1.000  

                                                    Sig. (2-tailed)                  .000                   .  

                                                      N                                  95                    95 

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

Source: Research Data 2019, (SPSS output version 21.0) 
From the result in the table above, the correlation coefficient shows that there is a positive relationship 

between strategic change and affective commitment. The correlation coefficient 0.510 confirms the 

magnitude and strength of this relationship and it is statistically significant at p 0.000<0.05. The correlation 

coefficient represents a moderate correlation between the variables. Therefore, based on empirical findings 
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the null hypothesis earlier stated is hereby rejected and the alternate accepted. Thus, there is a significant 

relationship between strategic change and affective commitment in insurance companies in Rivers State. 

 

Table 6. Correlation matrix for strategic change and employee commitment 

                                                                               Strategic change      Normative commitment 

Spearman rho   Strategic Change    Correlation 

                                                   Coefficient               1.000                     .867** 

                                                   Sig. (2-tailed)              .                          .000           

                                                    N                              95                        95  

                      Normative               Correlation 

                     Commitment            Coefficient                867**                 1.000  

                                                  Sig. (2-tailed)             .000                      .  

                                                     N                             95                       95 

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

Source: Research Data 2019, (SPSS output version 21.0) 

 

From the result in the table above, the correlation coefficient shows that there is a positive relationship 

between strategic change and normative commitment. The correlation coefficient 0.867 confirms the 

magnitude and strength of this relationship and it is statistically significant at p 0.000<0.05. The correlation 

coefficient represents a high correlation between the variables. Therefore, based on empirical findings the null 

hypothesis earlier stated is hereby rejected and the alternate accepted. Thus, there is a significant relationship 

between strategic change and normative commitment in insurance companies in Rivers State. 

 

DISCUSSION OF FINDINGS  

In line with our specific objectives, the study found that: 

There is a positive and significant relationship between strategic change and affective commitment of 

insurance Rivers State. There is a positive and significant relationship between strategic change and 

normative commitment of insurance Rivers State. This implies that when employee engages in change that 

brings about growth in an organization, it makes them competent and unique in carrying out their required 

task. Data analysis for the test of hypotheses one, two and three revealed that there is a positive significant 

relationship between structural change and employee commitment. This implies that changing the content and 

processes of a job increases an employee‟s satisfaction, motivation and productivity. Our finding corroborates 

the views of Armenakis and Bedeian (1999) who stated that organizations need to continue change their 

strategic direction, and staffing levels in order to stay competitive in this challenging business environment. 

The changes that is been implement are more concern towards the organizational efficiency and effectiveness. 

In addition, organization changes will improve the employee„s work attitude such in job satisfaction and 

productivity (Ajibola, 2013). 

The fourth, fifth and sixth hypotheses were tested using the Spearman‟s rank correlation technique, the data 

analysis revealed that there is a significant relationship between strategic change and employee commitment 

of insurance companies banks in Port Harcourt. This finding confirms previous views of Dulger (2009) who 

posited that the extent of the tolerance and commitment toward structural change has important implications 

for employee performance and organization. Structural bonus hypothesis postulates a positive relationship 

between structural change and economic growth (Thomas, 2004). 

This empirical finding agrees with previous research findings in this area especially Sullivan (2003) who 

argued that the extent of the tolerance and commitment toward change has important implications for 

employee performance and organization. Employee with high tolerance to change levels will experienced less 

uncertainty with the changes and will have positive perceptions of the new management„s trustworthiness 

(Nzuve, 2000). According to Cardy (2004), stated that employee„s tolerance to change comes from 

anticipated pain of learning new skill and knowledge that are not their best interest and adapting to new 

behaviors.  
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A person with high tolerance of change perceives changes situations as desirable, challenging and interesting. 

They tend to think creatively, approaches changes and problems from innovative perspectives, and they will 

neither deny nor distort their complexity of incongruity (Jaballa, Allbaity & Shaiban, 2009). According to 

Mamoria and Gankar (2010), tolerance to change is important as it allows employees to seek for the changes 

of time, space and understanding to find the best way to achieve the production of organization as cited in 

(Kotter & Armstrong 2013). There is ability to look into other human being perspective and the ability to 

control their behavior with the dignity and right. 

 

CONCLUSION 

Conclusively, it is evident from this study that change can affect all aspects of the operation and functioning 

of the organization. Most changes in the organization are triggered by the need to respond to new challenges 

or opportunities presented by the external environment, or in anticipation of the need to cope with potential 

future problems. Leavitt (2003) conducted a study and identified that employees in an organization 

undergoing change can only perform effectively through interactions with the broader internal and external 

environment. The most important forces for change do not necessarily arise from the internal environment but 

should be given attention by anyone studying organizational. This study thus concludes that change 

management significantly influences employee commitment of insurance companies in Rivers State.  
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