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Abstract. The current research tests the structure of individual change readiness (CR) and explores 
the relationships between employees’ collective identities and individual CR, in the context of 
Chinese military enterprises which have been implementing The Policy of Military-Civilian 
Integration. The results of the study 1 gives strong support to the argument that individual CR has 
two distinct components in terms of cognitive CR and affective CR. In research 2, the survey data 
were collected from 297 employees. The results of correlation analyses and hierarchical linear 
model show that civilian identity has positive effect on affective CR, but not on cognitive CR. 
Higher-hierarchy identity has significant positive effect on both cognitive CR and affective CR. 

1 Introduction 

Change readiness (abbr. CR) is a hot topic in both academic field and management practice [1-3] 
because it is believed as an important guarantee for successful organizational change through 
overcoming resistance to organizational change [4-7] and influencing commitment [8,9]. Although 
there are numerous researches on CR [2,10-17], there are still a few limitations in extant CR 
literatures. First, researchers recently argued that individual CR should have two dimensions 
including cognitive component and affective component [2]. However, no empirical research tested 
this argument directly. Therefore, the first purpose of this research is to test it directly.  

Second, the antecedents of CR has attracted much attention in literature [2]. Social identity theory 
suggests that individual social identity plays great influence on their perceptions, attitudes, and 
behaviors [18,19]. However, no researches examine CR from identity theory perspective. Therefore, 
the second purpose is to explore how individual social identities influence his or her CR.  

The current research will contribute to literature in three ways. First, it will provide direct 
empirical evidence to the two-component argument of CR, especially in the context of China. Second, 
taking the perspective of social identity will increase the understanding of CR. Third, most of 
existing CR researches were conducted in western countries. National cultures are different among 
nations and culture plays critical roles in individual perceptions and behavior [20,21]. Therefore, 
Chinese context will provide new evidences for understanding CR. At the same time, the findings 
will provide some useful practical suggestions for change managers. 

2 The research setting 

Chinese military enterprises which have been implementing The Policy of Military and Civilian 
Integration have been chosen as the research setting. International scholars may not be familiar with 
this context, and some hypotheses are embedded in the context tightly, so I briefly introduce the 
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research setting here. This integration policy aims to achieve two goals simultaneously. One is to 
provide the military products quickly and efficiently to guarantee national security. The other is to 
maximize the use of resources to promote national economic development. Under this institutional 
context, all Chinese military enterprises have been forced to develop in both military and civilian 
market. The Chinese military market and civilian market have very different operational logics (see 
Table 1). In military system, good effect is the first goal sometimes the only one. Traditionally, 
planned system with rigorous planning and controlling provides a strong guarantee for this. While in 
civilian market system, pursuing efficiency and maximizing profit is the first goal. Market system 
with much flexibility provides strong guarantee [22]. Considering the pure military background, the 
implementing of this integration policy had brought great changes to both these enterprises and their 
employees. Therefore, this is a satisfactory context for our research question. 

Table 1 Differences between military and civilian industry in China 
  Military  Civilian  

Market  Planned system  Market system 
Most important interests  The interests of 

the state and the 
military 

 The interests of 
customers and 
suppliers 

Entry barriers  Many   Few 
Number of clients  Very limited 

clients 
 A large amount of 
clients 

Competition  Very limited 
competition 

 Fierce competition 

Core competitive advantage  Relationships 
with military and 
relatively advanced 
technology 

 Marketing, 
production efficiency 
and relatively advanced 
technology 

3 Theory background and hypotheses 

3.1 Individual change readiness 

There are different levels of CR such as individual, group, and organizational CR [2]. The current 
research addresses the individual CR which is reflected in organizational members' beliefs, attitudes 
and intentions regarding how urgent the change is needed, to what extent the organization is able to 
implement successfully, and one’s emotional experience concerning the organizational change 
[2,23,24]. CR is regarded as the cognitive precursor to the attitude and behaviors [23]. The employee 
who has higher CR means that he or she will hold more positive attitudes, view the organization 
change as an urgent need, and think the organization is capable of implementing the change 
successfully. Individuals with higher level of CR will be expected to give the facing change more 
support than those with lower level of CR. 

Rafferty et al. [2] gave a detailed literature review about the individual CR and suggested that 
individual perceived CR should have two distinct components in terms of cognitive CR and affective 
CR. Originally, Armenakis et al. [23] proposed that cognitive CR includes the belief about to what 
extent the specific change event is needed and the organization have sufficient capacity to implement 
the change. Then, Armenakis and Harris [1] extended this idea and described five beliefs underlying 
one’s cognitive CR. While affective CR reflects an individual’s positive emotions concerning the 
faced change event [2]. The root of affective CR is individual’s current experience of a positive 
emotion and (or) an imaginary experiencing of some positive emotions in the future [2]. Although the 
above discussion explains the differences between cognitive CR and affective CR, there is a lack of 
empirical evidence. Therefore, we propose the first hypothesis. 
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H1: Individual perceived CR consists of two distinct components, in terms of cognitive CR and 
affective CR. 

3.2 Identity theory 

Identity theories have the same fundamental assumption that the members of one social group 
may have similar perceptions and behaviors which are different from those of another social group 
[19]. Individuals have some special feeling and values for the sense of belonging to one social group 
[25]. In social identity theory [26-28], it is believed that actors take action which they think to best 
represent their own identities because they want to get self-verification through interactions between 
these behaviors and round environment. Therefore, each person has his or her own collective 
identities [29]. One collective identity is a kind of self-conception and self-awareness based on the 
social groups, aiming to define “who is I?” and “What action should I take? How should I act in this 
(or that) special social position ?” [30] between this group and other groups. One individual may have 
a few collective identities which may be emphasized separately in different situations. The salient 
collective identity will guide the individual’s specific action in specific situation [31]. Therefore,  

3.3 Collective identities and perceived CR 

Group members tend to maintain a specific collective identity when social classification makes 
one group apparently different from other groups [32]. Members with the same collective identity 
will naturally tend to share the consciousness of this social classification within the same group but 
refuse to share with other groups [32]. Collective identities always mean specific goals, values, 
believes, norms, interaction styles and time range [33]. The hierarchy levels and departments are the 
dominating formal social categories within organizations [34] which strengthen these categories as 
salient classification to create different social groups. Hierarchical differentiation and other 
differentiation will shape different CR [3,23].  

In relation to our research setting, we addressed two salient social groups. First, in Chinese 
military enterprises, the military and civilian departments is the most salient social groups. Each 
employee will be labeled as a military one or civilian one, not by their work places or uniforms but by 
the people’s social consciousness. The members of the same department (e.g. volunteer sector) will 
have similar environment perceptions which are different from the perceptions of other groups (e.g. 
paid departments) [35]. Cognitive CR addresses the individual perceptions of change urgency and to 
what extent the change can be implemented successfully. The change is not these enterprises’ choice 
but a have-to-and-must-task. And the focus of the change is how to develop civilian products. 
Chinese military enterprises usually have technological advantages. Combining the change context 
and connotation of cognitive CR together, I propose: 

H2a: Individuals with civilian identity will have lower level of cognitive CR, comparing with 
those with military identity. 

The implementing of integration policy means to develop civilian products by transferring some 
resources from military department to civilian department to strengthen its competitive advantage. In 
the process, the civilian department will benefit more from this change. Moreover, some employees 
who originally work as military workers may be transformed to civilian workers. For most of military 
workers, this kind of transformation means they will lost their military identity. But military identity 
is important symbolic label in Chinese context. Therefore, I propose: 

H2b: Individuals with civilian identity will have higher level of affective CR, comparing with 
those with military-identity. 

Second, hierarchy levels will form the second salient collective identities which put influence 
members’ believes about organizational change [36]. Individuals at higher hierarchy level like top 
managers and board members have the abilities to influence the organizational policies [37,38]. The 
hierarchy levels influence organizational commitment, organizational identification and turnover 
intention [32] which are connected with perceived CR tightly. Higher hierarchy level means higher 
discretion [39] which often relates to higher CR [40]. The differences brought by hierarchies is more 
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important in China than in western countries because of high power distance of Chinese culture [41]. 
For Chinese military enterprises, the integration change is initiated by top managers following the 
up-down direction. Many mobilizing activities which may take the form of political tasks are used to 
achieve agreement at higher hierarchy. Thus, we expect the hypothesis H3. 

H3: Individuals with higher-hierarchy identity will have higher level of cognitive CR and 
affective CR. 

4 Study 1 

4.1 The process 

The study 1 aimed to adapt the scale of CR and tested the hypothesis H1. Meanwhile, the 
improved scale will be used in study 2 to test the other hypotheses.  

First, we adapted 6 items for cognitive CR and 3 items for affective CR from literature 
[2,11,12,23,42,43], following the suggestions from Rafferty et al. [2]. Second, several discussions 
within the research team and with employees of the focused enterprises were conducted to assure that 
all the items were precise and easy enough to be understood. Third, we got 129 valid questionnaires 
from the total of 200 questionnaires, with the responding ration of 64.5%, to test the hypothesis H1.  

4.2 Results and discussion 

The total sample was divided into two random sub samples. One was for exploratory factor 
analyses (EFA) and the other for confirmatory factor analysis. The results of EFA with principal 
components and varimax rotation showed that data were appropriate for EFA (KMO>0.9, Bartlett 
test χ2=4378.257, df = 378, P<0.000). Two factors were emerged according to the eigenvalues greater 
than 1.00. The cumulative variance was 69.312%. The nine items had relatively high factor loadings 
(0.52-0.87) on expected factor. The CFA showed an acceptable goodness of fit (χ2 =58.01, df = 26, 
NFI=0.93, NNFI=0.94, CFI=0.95, IFI=0.95, RFI=0.93, RMSEA=0.05) [44]. All items had the 
standardized loadings between 0.59 and 0.93 on expected factors. The Cronbach α was 0.92 for 
cognitive scale, and 0.82 for affective scale. These results provided strong support for the hypothesis 
H1 that individual CR has two distinct components.  

5 Study 2 

This study was designed to test the hypotheses H2a, H2b, and H3. 

5.1 The sample and process 

The data for this study were from 13 Chinese military enterprises through questionnaire survey. 
We emphasized the confidential promise at the instruction part of the questionnaire. The enterprises 
like the size, the sales, and the age of the enterprise etc. has been gotten from relevant managers. In 
total, we got 297 from 520 after excluding those contain missing data, with the valid ratio of 57.12%. 
More detailed information about the sample is listed in Table 2. 

5.2 Measurement 

Individual CR. Both cognitive and affective CR were measured by using the scales described in 
the study 1. The results of CFA showed good fitness (χ2 =62.31, df = 26, NFI=0.94, NNFI=0.96, 
CFI=0.96, IFI=0.96, RFI=0.93, RMSEA=0.05) [44]. The standardized loadings are between 0.56 
and 0.90. The two separate parts (Cronbach α = 0.92 and 0.90 separately) have good reliability.  

Collective identities. Two dummy variables represent the focused two collective identities. One 
represents department difference, with 1 for civilian identity and 0 for military identity. The other 
represents higher-hierarchy identity, with 1 for top or middle managers department, 0 for production 
staff or lower managers. 

Control variables. Sex (one dummy variable with 1 for male and 0 for female), education 
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experience (how many years the respondent has been educated in schools), age, and tenure were 
controlled for at the individual level; organizational age (how many years since the organization’s set 
up), size (how many employees in the organization), sale growth of last year, and economic 
development level (indicated by the GDP of the located city in last year) of its located city were also 
controlled for at the organization level. 

5.3 Results 

The descriptive analyses results are shown in Table 2. There is no significant correlation between 
affective CR and cognitive CR. This result supports H1. Civilian identity is positively correlated with 
affective CR (r = 0.12, P < 0.05), which supports H2b; meanwhile, civilian identity is not 
significantly correlated with cognitive CR, hence H2a is not supported. Higher-hierarchy identity is 
positively and significantly correlated with affective CR (r = 0.16, P < 0.01) and cognitive CR (r = 
0.15, P < 0.05). This result gives support to H3. It is noticed that the correlation (r = 0.93, p < 0.01) 
between age and tenure is too high. Therefore, one principle factor was generated and used to avoid 
possible influence on the validity of estimation in subsequent analyses. 

Table 2 Descriptive statistics and correlation coefficients 
 Mean S. D. 1 2 3 4 5 6 7 8 9 10 11 

1.Sex .71 .46            
2.Education 17.30 1.33 .11           
3.Age 34.18 7.38 .18*

* 
-.08          

4.Tenure 11.37 8.51 .15*
* 

-.24** .93**         

5.Civilian identity .37 .48 -.03 -.13* -.03 -.02        
6.Higher-hierarchyide
ntity 

.19 .39 .15* .04 .47** .47** -.06       

7.Cognitive CR 4.17 .90 -.05 .02 -.17** -.14* .10 .15*      
8.Affective CR 4.10 1.10 .05 .15* .05 .05 .12* .16*

* 
.
0
5 

    

9.Organizational age 54.08 6.67 -.08 -.11 -.08 -.04 -.12
* 

.07 .
1
3
* 

.0
3 

   

10.Organization size 6952.
97 

6952.
94 

-.01 -.22** .17** .19** .03 .02 .
0
4 

-.1
4* 

.16   

11.Sale growth 33.30 66.94 .00 -.33** .03 .08 -.16
** 

.04 -
.
0
7 

-.1
3* 

-.25
** 

-.06  

12.Economy 
development 

44624
.35 

22022
.68 

-.04 .17** -.34** -.35** .13* -.10 .
3
7
*
* 

.3
3*
* 

.10 -.48*
* 

-.
12
* 

Valid N=297 
*. Correlation is significant at the 0.05 level (2-tailed). 
**. Correlation is significant at the 0.01 level (2-tailed) 

Considering the nested nature of the data, the Hierarchical Linear Modeling (HLM) was applied to 
test the hypotheses. All continuous variables were group centered. The results for both cognitive and 
affective CR are shown in Table 3. Civilian identity has significant effect on affective CR, but not on 
cognitive CR. This result supports the hypothesis H2b, but hypothesis H2a is not supported. 
Higher-hierarchy identity has positive effect on both affective CR and cognitive CR, which supports 
the hypothesis H3. 
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Table 3 Results from Hierarchical Linear Model 
Dependent variables Cognitive CR Affective CR 

 M1a M1b M2a M2b 
Independent Variables     

1. Civilian identity  .10  .13* 
2. Higher-Hierarchy identity  .34*  .40* 

Individual Controls     
3. Individual controls -.04 -.06 .02 -.00 
4. Education .03 .02 .12† .11† 
5. Age_tenure factor -.02 -.08 .11† .03 

Organizational Controls     
6. Organizational age .06 .05 -.00 -.01 
7. Organization size .27*** .27*** .01 .01 
8. Sales growth .03 .03 -.05 -.04 
9. Economy development .50*** .48*** .34*** .33*** 

Valid N=297; † P<0.1; * P<0.05; ** P<0.01; *** P<0.001. 

6 Discussion and conclusion 

The findings can be summarized into two points. First, for the argument that individual CR should 
have two dimensions including cognitive component and affective component [2], the findings 
provide strong empirical evidence. Second, consistent with identity theory, the results showed that 
the collective identities do influence individuals’ CR. Combining with the high mean and low 
standardized deviation of cognitive CR (mean=4.17, S.D. = 0.90), the result that civilian identity 
does not has significant effect on cognitive CR shows that employees in Chinese enterprises do think 
that integration change is not avoidable and the change will be implemented well, no matter they are 
civilian workers or military workers. 

The higher-hierarchy identity has significant effect on both kind of CR. One reason may be that 
the higher hierarchy members have more information about the change which the lower hierarchies 
may not obtain, as well as more resources and social network resources which are all beneficial to 
deal with possible difficulties during the process of change. One may also interpret like that the 
organizational change does bring turbulence and chaos which will give higher hierarchical managers 
more chances to get more (legal or illegal) benefit [45]. What is the fact depends on specific situation, 
which may be an interesting question for future research. 

The reported results are consistent with the view that organizational change is a kind of meaning 
rather than a tangible thing. To what extent individuals hold cognitive and affective CR greatly 
depends on their own social identities. So, the view of rationalist that the organizational change is a 
completely rational process should be considered with doubt [46], and the idea of contingency of 
naturalist may be more reasonable.  

Organizational change practitioners will get theoretic instructions from the findings. Based on the 
findings that social identities have significant effects on individual CR, the change managers can 
make more precise change tactics which can improve focused employees’ CR, and decrease their 
resistance to change. By doing so, the process of organizational change can be expected to be more 
successful, given the tight connection between perceived CR and behaviors [2,7]. 
 The current research also had some limitations. First, this research is in the special research setting, 
future researches can test the results in different research settings. Second, I did not distinguish the 
underlying beliefs of CR [1], future research may explore the deep structure of cognitive CR and 
affective CR. Third, the dynamic property of perceived CR [47] has not been taken into consideration, 
future researches may explore whether the relationship between collective identities and CR vary 
between two change stages [48].  
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