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ABSTRACT

This paper addresses the issue of the importance and necessity of introducing constant
organizational changes and their impact on employee stress as one of the primary pull factors of
the employee turnover intention. In this regard, human resource managers in organizations are
becoming increasingly aware that hiring and retaining talents are the most important
determinants of success in the complex global world and that they must work more intensively on
modernizing the process of change management to help employees, not only for acceptance, but
also for their involvement in the change implementation process.

The number of respondents from the processed data so far is 439 employees (differing according
to their demographic characteristics).

The purpose of this paper is to determine whether there is a statistically significant difference
between the four different types of organizational change according to the Cummings and Worley
(2014) organizational change classification (Human process changes; Techno-structural
changes;, Human resource management changes and Strategic changes), regarding their impact
on the employee emotional state, as well as which type of organizational change has the most
significant impact on employee stress in the Republic of North Macedonia.

The survey findings contributed to the conclusion that Macedonian employees in terms of their
feelings of fear, anxiety, nervousness, etc., equally perceive the impact of the different types of
organizational change. More specifically, there are no statistically significant differences between
the impacts of the different types of organizational change over the stress they face because of
these changes.
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resource management changes, strategic changes; stress; employee’ turnover intention.
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1. INTRODUCTION

Throughout its existence, man is constantly learning new mechanisms of adaptation or
counteraction to unwanted changes, which affect him and his growth by drawing positive
outcomes from the decisions made, both in private and professional life. Changes in professional
life have a strong impact on private life, and vice versa, in a continuous paradigm that strives to
achieve an acceptable balance.

Change is an integral and inevitable part of organizations as well, because their sustainability and
development is strongly influenced by the process of change and transformation (Rothwell et.al;
2016; p.4). The degree of acceptance of the organizational change or the development of greater
or lesser resistance, which is manifested in the employee behavior, also depends on the manner of
implementation of the organizational change.

Successful implementation of organizational change is possible. The changes do not only refer to
a new location, new processes, new structures, level of performance, but in essence, they
represent a simultaneous raising of the organization's ability to deal with and respond to emerging
needs, opportunities and impacts. In organizational systems people are making strong efforts in
the processes of change and they are becoming more and more attached to it. They are having
more confidence in their own contributions and a higher level of readiness to deal with future
changes, by continuously building experience in these processes. Organizational change occurs
when the process of transition from the current status quo to another desired future state begins.
This process is actually based on planning and implementing change, in a way that will achieve
the lowest level of employee resistance, as well as the lowest organizational costs, but at the same
time realizing the maximum level of change implementation effectiveness. Change and its impact
is one of the most widely discussed issues in the field of contemporary management. In today's
business environment, organizations must constantly make changes in order to remain
competitive in the global market (Sikdar; Payyazhi; 2014).

Regardless of its type, change needs to be properly managed and implemented as it has a strong
impact on improving the level of costs, quality, decision-making process and the entire
management process in general (Van Hoek et al.; 2010). According to Christiansen and Claus
(2015), it creates a domino effect in all other aspects of the organization and their overall
improvement. On the other hand, improper change management creates negative effects, which
often lead to the loss of significant resources, both in terms of time and finances, as well as people
and their effort and energy. Hence, it not only leads to unsuccessful implementation of change, but
also restores the organization to its previous state, from which it will be very difficult to recover
again (Simoes; Esposito; 2014).

The most critical reason why efforts to bring about organizational change fail is the employee
resistance. Change is often experienced with fear which makes it difficult to implement it, as
organizations find it very difficult to obtain the necessary support and commitment from
employees. In this regard, the ability to effectively manage change is a much-needed skill that
managers need to possess, because organizations need people who will have a strong and
significant positive contribution to change efforts. Employee resistance often occurs as a result of
fear of losing their job or their status in the organization, and this happens precisely because of the
lack of understanding of the purpose and need for change, which is actually a result of lack of the
ability to effectively manage change, or it happens simply because people have different views
and perspectives on change than those of management. For these reasons, it is already common
that people oppose change, while the organizations lack real people who will move the
organization from the current to the new state. Instead, organizations are flooded with employees



who do not take serious enough effort and responsibility because they feel too dependent.
However, the high level of awareness and ability to look through the prism of other employees,
their involvement in the process of planning change and continuous knowledge sharing and
utilization, increases the likelihood and possibility of successful implementation of organizational
change.
The global team of change fanatics and advocates of Prosci, Inc., define change management as
“the application of a structured process and set of tools for leading the people side of change to
achieve a desired outcome”. Effective change management means starting the process at the
initial stage of change planning and accurately defining and determining the desired and required
result. Cummings and Worley (2014), in their book “Organizational Development and Change”,
identify four key types of organizational change, or as they call it, interventions:

1. Human process changes

2. Techno-structural changes

3. Human resource management changes

4. Strategic changes
A number of studies have been conducted showing the effect of organizational change on
employee stress and the mediating role of stress, which as a consequence of organizational
changes, can lead to encouraging the employee turnover intention (Enshassi et al.; 2015; Strutton,
Tran; 2014; Thunman; 2015). Stress is a very critical factor that has lasting effect on employee
intention to leave (Nguyen et al.; 2012). This intention is amplified if the organization is going
through a process of change (Smollan; 2015). Ghosh et al. (2013). Tjemkes and Furrer (2010)
accepted stress as a mediator in case of interventions related to human processes. It is stress that
ultimately forces employees to leave rather the human process change in itself (Krell; 2012).
Different researchers have identified the role of stress in the form of mediation consequent of
different type of organizational changes (Slétten et al.; 2011; Riot, de la Burgade; 2012). Enshassi
et al. (2015) and Hede (2010) in their research identified the role of stress in techno structural
interventions being brought in the organization. Stress kills the creativity of the organization and
if not handled properly can force employees to quit (Vithessonthi, Thoumrungroje; 2011). Wong
et al. (2015); Li and Zhou (2013) and Johannsdottir et al. (2015) validated stress in mediating role
in cases of human resource interventions. They were of the view that change in human resources
and its policies send employees on back foot and reinforces employee’s turnover intention. If
changes are made to strategies employee face stress that ultimately leads to turnover intentions
(Farler, Broady; 2012; Tuzun, Kalemci; 2012; Yuan et al.; 2014).
The subject of this paper covers extensive theoretical knowledge of the organizational change
concept, its necessity in contemporary organizations and the need for its proper management, but
also practical knowledge in terms of the impact of different types of organizational change on
employee stress in the organization, as a factor that is seriously influenced by any emerging
condition.
The purpose of this paper is to determine whether there is a statistically significant difference
between the four different types of organizational change according to the Cummings and Worley
(2014) organizational change classification (Human process changes; Techno-structural changes;
Human resource management changes and Strategic changes), regarding their impact on the
employee emotional state, as well as which type of organizational change has the most significant
impact on employee stress in the Republic of North Macedonia. Employee stress is an extremely
important issue for which organizations, and especially their human resource management, need
to make serious efforts to reduce it and manage it properly. Otherwise, it can lead to serious
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consequences, such as encouraging the employee intention to leave the workplace, ie,
dysfunctional fluctuation (Raza et.al.; 2017; p.4).

2. THEORY REVIEW

In the literature, changes are often identified with the term “interventions”. The very term
“intervention” refers to a system consisting of a series of planned actions or events, designed to
facilitate the process of increasing the organizational effectiveness. Interventions are intentional
attempts to direct an organization to a different and more effective situation that tend to disrupt its
status quo.

Organizational development includes three important criteria as fundamentals that define the
effective organizational intervention: (1) the extent to which it is harmonized with the
organizational needs; (2) the extent to which it is based on causal knowledge of the expected
outcomes; and (3) the extent to which it delegates responsibility for managing change to
organizational members. The success of organizational intervention strongly depends on the
readiness of the organization for the planned change. The indicators of change readiness include
sensitivity to the pressures of change, dissatisfaction with the status quo, the availability of
resources to support change, and investing significant time in managing change. Once these
conditions are in place, interventions can be designed to address the organizational issues
identified in the diagnostic process. When preparedness for change is relatively low, interventions
need to be focused precisely on increasing it (Cummings; Worley; 2009; p.3).

The change effects are great and numerous. One of the most significant effects is increased stress
on individuals, employees, and their families. By increasing the level of change, people struggle
to maintain their own level of emotionality and cognition. Feelings of stress as a result of the
change, if strongly expressed, can lead to serious deviant behaviors, such as increased use of
alcohol, drugs, violence at work, domestic violence, suicide, but also create a number of health
disorders, such as heart disease, chronic disease and many other extremes (Magyar; 2003). Stress
can also provoke anger in the workplace, increased interest in developing work-life balance
programs, and even encouraging people to seek innovative solutions and ways of working that will
distance them from others (Rothwell et al. al .; 2016; p.6).

The introduction of change processes and their implementation in organizations creates a sense of
anxiety, uncertainty, fear and stress (Ronnenberg et al.; 2011). Therefore, the responsibility for
managing and monitoring the employees during this process belongs to the so-called “change
agents”, and these are actually people, inside or outside the organization, who are able to help the
organization in the process of transformation and to achieve greater effectiveness and
development. Their role is to facilitate the implementation of change. Most often, as the most
common initiators of change, but also due to the fact that they have the necessary authority to
influence the attitudes of their employees, managers act as change agents. Thus, management must
be persistent, realistic, to set clear goals and have strong attitudes, to possess the ability to achieve
the set goals and a high level of empathy, as well as a strong sense of understanding others, in
order to properly explain its employees the need for change. If employees do not understand the
change process and the necessity for its implementation, that will definitely increase their level of
stress (Abrell-Vogel; Rowold; 2014). If this state is not further properly taken into account,
regarding the use of appropriate steps and programs for stress management, as well as improving
the way employees are guided through this process, the end effect may be leaving the organization.
This will not only affects the process of change, but also would have a negative impact on
organizational performance (Rusly et al.; 2012). Therefore, in the overall process of organizational
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development, the role of human resource management is critical. According to Cummings and
Worley (2014) “the function of human resource management is to provide change management
skills through traditional training programs, rather than through the work based learning process,
which proves to be an extremely effective way of organizing development”. Hence, human
resource management must work more intensively on modernizing the process of change
management and continuous implementation of strategies to help employees, not only for
acceptance, but also for their involvement in the creative and practical process of implementing
organizational changes.

Stress is one of the most critical factors that has a lasting effect on employee turnover intention.
This intention gains more strength if the organization goes through a process of change (Smollan;
2015).

Human process changes, or interventions, help employees understand the communication
protocols that take place in each organization (Bull; Brown; 2012). Employees are more prone to
conflict if appropriate mechanisms for interaction at the individual level are not identified
(Perrott; 2011). If the employees in an organization are not able to communicate properly on an
individual level, the likelihood of conflict is higher, and therefore, changes related to the
processes of human resources are necessary (Szabla et al. 2014; Worch et al.2012 ). It often
happens that employees do not understand the reasons for implementing this type of change. This
creates stress and encourages their turnover intention (Tsai, Tien; 2011; Carlstrom; 2012).
Therefore, it is of particular importance to provide, not only adequate communication, but also a
detailed and objective justification and clarification of the reasons for the introduction of change
processes.

The organizational structure plays a very important role in the functioning of the organization.
Due to the different types of organizational structure, organizations often need to change it. If
they feel that it is necessary to improve and change the existing organizational structure, and that
their structure does not meet the set goals and requirements, they must go through the process of
techno-structural interventions, ie, changes (Rahman, Nas; 2013). However, the process of
introducing techno-structural changes is by no means a simple process (Davenport et al.; 2004).
One of the main effects of these changes is the redistribution of resources and authority (Wang;
2014; Chen et.al.; 2014). This type of change can often create a sense of loss of power or resources
for certain groups of employees and as a result, they will resist these interventions (Dysvik,
Kuvaas; 2010). Techno-structural changes are also a source of change in the level of involvement
of employees in the organization (Stensaker et al.; 2014). Nystrom et.al. (2013) identify the
importance of techno-structural changes and their impact on the level of employee empowerment.
Employees feel overwhelmed if they are not capable, or are not able to understand all the details
related to the change process. As a result, employees try to remove all doubts and ambiguities by
justifying the need for change, or by leaving the organization (Aladwan et al.; 2014).

Through their own professional experience in the workplace, employees adapt to established
human resource policies in the organization (Li, Zhou; 2013). Therefore, whenever certain
policy-related changes are planned, employees have a different perception from the one that is
essential and realistic, and as a result, they experience a sense of unnecessary stress (Enshassi et
al.; 2015). If employees believe that human resources management changes will have a negative
impact on them, this perception will continue throughout the overall process of change
(Bjorklund; 2010).

Finally, strategy is defined as the foundation, the pillar of an organization. From all aspects in each
organization, it is the strategies that are most strongly established and embedded in the perception



and acceptance of employees (Tuzun, Kalemci; 2012), because they define and determine the way
of their work. Thus, strategic changes create transformational changes that affect the overall
operation of organizations (Bhatnagar et al.; 2010). Employees who are part of an organization
that introduces continuous change should be able to handle continuous pressure. Organizations
that are focused on a strategy of continuous improvement, must focus on building the ability and
capacity of employees to deal with the stress that comes as a result of these processes. Otherwise,
unsuccessful management of this process encourages employees to consider leaving the
organization (Nguyenetal; 2012a).

3. METHODOLOGY

The following methods were used in order to achieve the objectives of this paper: descriptive
method, historical method, methods of analysis and synthesis, comparative method, quantitative
and statistical method and methods of induction and deduction. A survey questionnaire was used
as a instrument for data collection, which was conducted in the period November-December
2020. The target group of respondents included in the survey were employees from different
sectors (public sector, private sector, non-profit organization) in the Republic of North Macedonia,
namely, a random sample of 500 respondents with different demographic characteristics, of which
282 respondents completely answered the survey questionnaire. The questions in the survey
questionnaire, which in addition to the scope of questions to determine demographic characteristics
(gender, age, education, type of education, type of studies, sector, type of contract, length of
service, previous work experience, turnover reasons, etc.), also contain questions to determine the
condition of employees in relation to their attitudes and opinions based on questions about their
job satisfaction, the impact of organizational change on their stress, as well as questions to
determine their turnover intention. This survey questionnaire is, in fact, an adapted combination of
three published international questionnaires, namely the PIAAC (Program for the International
Assessment of Adult Competencies), the Employee Resistance Assessment Questionnaire (Oreg;
2003) and the Turnover Intention Assessment Questionnaire (Van Dam; 2008). For the purposes
of this paper, this questionnaire will help in determining the impact of different types of
organizational change, the so-called interventions in the organization, as part of
organizational development, as follows: human process changes; techno-structural changes;
human resource management changes and strategic changes on employee stress. The
questionnaire was conducted through the electronic service for collection and analysis of research
data “Kwik Surveys”, as well as sent electronically (via e-mail and social networks) to the
respondents.

The subject of this paper covers extensive theoretical knowledge of the organizational change
concept, its necessity in contemporary organizations and the need for its proper management, but
also practical knowledge in terms of the impact of different types of organizational change on
employee stress in the organization, as a factor that is seriously influenced by any emerging
condition.

The purpose of this paper is to determine whether there is a statistically significant difference
between the four different types of organizational change according to the Cummings and Worley
(2014) organizational change classification (Human process changes; Techno-structural changes;
Human resource management changes and Strategic changes), regarding their impact on the
employee emotional state, as well as which type of organizational change has the most significant
impact on employee stress in the Republic of North Macedonia.
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The following hypotheses are proposed in order to investigate the set subject and problem in this
paper:

Hypothesis 1: By comparing the mean values, there are statistically significant differences
between the impacts of human process changes and techno-structural changes on stress.
Hypothesis 2: By comparing the mean values, there are statistically significant differences
between the impacts of human process changes and human resource management changes on
stress.

Hypothesis 3: By comparing the mean values, there are statistically significant differences
between the impacts of human process changes and strategic changes on stress.

Regarding the methodological approach used, the hypotheses are tested using a statistical Z-

test. In this paper, the Z-test is used to determine whether there is a significant difference
between the impact of human process changes on stress and the impact of other types of
organizational change on stress. The higher the value of Z, the greater the difference between
the mean values of the two samples. If the testing confirms statistically significant differences,
then the research hypotheses can be accepted and further statistical testing will be performed in
order to reveal the type of organizational change that has the greatest impact on stress. If testing
confirms that there are no statistically significant differences between the impacts of human
process changes and the other types of organizational change on stress, it can be concluded that
the mean values of all organizational changes are the same.

Namely, when the test statistic is greater than the corresponding critical value, for a given
level of significance a, ie, when the p-value is less than a (p <a), we can say that there are
statistically significant differences between the data. In that case, the null hypothesis is rejected.
Typically, the significance level a = 0.05 is used as the standard for such tests.

The statistical analysis of the research results and the graphical presentation of the results are
presented in MS Excel.

4. RESEARCH FINDINGS

The findings of the employees’ demographic characteristics (gender, age, educational structure,
sector and length of service), as well as the analysis of the impact of different types of
organizational change on employee stress are presented below. The latter are ranked on a Likert
scale of 1 - 10, according to the degree of their impact.

Distribution of respondents according to their demographic characteristics results in the following
findings:

Gender: Domination of female respondents (66%), compared to male respondents (34%);

Age: 38% are at the age of 26-35, followed by 24% respondents at the age of 36-45, 24% from
46-55 years, 9% from 18-25 years and 6% over 55 years.

Education level: 59% of the respondents are with higher education, 25% have master's degree,
12% have completed secondary education and only 4% have doctorate degree.

Sector: 56% of the respondents are employed in the public sector, 40% are employed in the private
sector, while 4% in a non-profit organization.

Length of service: 38% are engaged for more than 10 years, 25% for 1-3 years, 14% for less than
1 year, 13% for 4-6 years and 10% for 7-10 years.

Numerous studies have shown that demographic characteristics affect respondents’ perceptions

about the introduction of organizational change, as well as the degree of impact of those changes
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on their feeling of stress. In order to meet its purpose, this paper’s main focus is to analyze the
impact of the organizational change on employee stress, as well as whether there is a statistically
significant difference between the four types of organizational change and to determine the type
of change that has the most significant impact on stress of the employees in the Republic of North
Macedonia.

The hypotheses and the conducted Z tests are presented below (Figure 1-3):

Ho hypothesis: By comparing the mean values, there are not statistically significant differences

between the impacts of human process changes and techno-structural changes on stress.
H: hypothesis: By comparing the mean values, there are statistically significant differences

between the impacts of human process changes and techno-structural changes on stress.

Figure 1: Z-test result

Variable 1 | Variable 2
Mean 5.34 4.85
Stdev 15.02 16.92
Observations 439 439
Z Stat 0.41
p value 0.69
Z Critical 1.96

Source: lllustration by the author

First, when applying the Z-test, the obtained p value (0.69) is compared with the value of a (0.05).
In this case, 0.69> 0.05, whereby the null hypothesis is accepted. The same conclusion is
confirmed by comparing the realized value of the Z test with the critical value. In this case, the
realized value of 0.41 is less than the critical value of 1.96, which means that the research
hypothesis (Hi) is rejected.

Ho hypothesis: By comparing the mean values, there are not statistically significant differences
between the impacts of human process changes and human resrouce management changes on
stress.

H: hypothesis: By comparing the mean values, there are statistically significant differences
between the impacts of human process changes and human resrouce management changes on

stress.

Figure 2: Z-test result

Variable 1 | Variable 3
Mean 5.34 4.77
Stdev 15.02 14.01
Observations 439 439
Z Stat 0.52
p value 0.60
Z Critical 1.96

Source: lllustration by the author
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Based on the result of the conducted Z test, in this case the second research hypothesis (H1) is
rejected, ie the null hypothesis is accepted, because the p-value = 0.60, and it is greater than
the value of a (0.05), while the realized value of the Z test is 0.52, which is less than the critical
value of 1.96.

Ho hypothesis: By comparing the mean values, there are not statistically significant differences
between the impacts of human process changes and strategic changes on stress.
H: hypothesis: By comparing the mean values, there are statistically significant differences

between the impacts of human process changes and strategic changes on stress.

Figure 3: Z-test result

Variable 1 | Variable 4
Mean 5.34 5.07
Stdev 15.02 13.3
Observations 439 439
Z Stat 0.25
p value 0.80
Z Critical 1.96

Source: lllustration by the author

Regarding the testing of the third research hypothesis, the Z test also finds that there are no
statistically significant differences between the impacts of human process changes and strategic
changes on stress, as in this case p>a (0.80>0.05 ). Therefore, the third research hypothesis is
rejected.

Based on the conducted testing, none of the three research (alternative) hypotheses is accepted
and it is concluded that the impact of all types of organizational change on stress is equal, ie,
no impact of a certain type of change deviates significantly from the impact of any other type.

S. DISCUSSION AND CONCLUSION

The purpose of this paper is to determine whether there is a statistically significant difference
between the four different types of organizational change according to the Cummings and Worley
(2014) organizational change classification (Human process changes; Techno-structural changes;
Human resource management changes and Strategic changes), regarding their impact on the
employee emotional state, as well as which type of organizational change has the most significant
impact on employee stress in the Republic of North Macedonia.

This paper identifies four types of organizational change using the theoretical assumptions of
Cummings and Worley (2014), Rothwell et.al. (2016), Oreg (2003), and Raza (2017), as well as
numerous theories and contemporary research on organizational development and organizational
change. Each type of organizational change covers a number of interventions that correspond to
the appropriate type, which the respondents ranked on a Likert scale of 1-10 according to the
degree of their impact on the employee feeling of stress. These changes, or, the so-called
interventions are: human process changes, techno-structural changes, human resource
management changes and strategic changes.

Through the use of practical examples from around the world and extensive theory in the field of
organizational change, as well as human resource management, it has been established that if
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employees fail to understand the change process and are left unattended during the change
process, it would result in employees feeling stressed (Abrell-Vogel and Rowold 2014) which if
not properly taken into account, it may ultimately result in employees leaving the organization.
Employees who are part of an organization that introduces continuous change should be able to
cope with continuous pressure. Organizations that are focused on continuous improvement, must
focus on strenghtening the employee ability and capacity to deal with stress that comes as a result
of these processes. Otherwise, failing to manage this process encourages employees to consider
leaving the organization.

Using the Z-test to determine the existence of statistically significant differences between the
impacts of different groups of changes on employee stress in the Republic of North Macedonia, it
was found that at the level of the overall sample, no impact of a particular group of changes
deviates significantly from the impact of any other group of changes. In this regard therefore, it
can be concluded from this point that none of the three hypotheses is accepted and that the impact
of all changes on stress is equal.

Attempts by organizations to introduce changes in human resource policy increase the feeling of
stress among employees. This is due to the fact that human resource policies are the basis on which
employees communicate with organizations. Issues related to the promotion, development and
training of employees depend on the human resource policies of the organizations. Consequently,
when management decides to make a change in these policies, employee stress increases as a
result of their fear that the change may adversely affect their status, power, function, etc. Hence,
in order to reduce employee stress level, change agents and management must ensure that change
will not adversely affect employees.

Human process changes (change in communication, functioning, group norms and rules) also
increase the level of employee stress. Therefore, it is necessary for the organizations to make sure
that the employees are informed in time about the intention and the plan for change, as well as to
be involved in its creation and implementation, which would increase their motivation for
acceptance, but also their trust. Techno-structural interventions also create fear and suspicion
among employees. Hierarchy plays a very important and influential role in the way employees
work. According to Worch et. al. (2012), the involvement of employees in techno-structural
changes reduces their feeling of stress and consequently reduces the risk of eventual stimulation
of their turnover intention. Finally, strategic changes also affect stress. Strategies are created and
implemented at the top management level, but they have a strong impact on both group and
individual level.

Hence, human resource management in organizations should manage change from all aspects and
to be involved in managing all types of organizational change. Regardless of the type of
organizational change, employees respond equally and develop similar manifestations of stress
that can be critical to their health and abstinence, or, ultimately lead to turnover. In order for the
organization not to face the consequences of turnover, the preventive role consists in preparing for
organizational change through strategies and tactics that will correspond to the type of
organizational change.

These findings can be used in local and international context. In macedonian context, this research
can help organizations in implementing change effectively, developing change interventions and
understanding their connection with employee stress. Change agents can make use of it to develop
change interventions and deal with the employee stress because of those change interventions.
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