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Abstract

This conceptual paper develops an integrative framework explaining how employee readiness, trust,
communication, and adaptation interact during organizational change. Recent evidence indicates that
readiness for change is a multidimensional construct involving commitment, efficacy, appropriateness,
management support, and contextual resources, and that higher readiness is associated with stronger
implementation, adoption, and behavioral support for change. The literature further shows that trust
in management and change agents functions as a relational mechanism that supports openness,
adaptability, and readiness, whereas low trust is associated with resistance, insecurity, and
disengagement. Internal communication quality, especially when clear, timely, transparent, and two-
way, reduces uncertainty and supports positive appraisals, compliance, championing, and trust.
Adaptation is increasingly framed as a dynamic process involving resilience, coping, flexibility, and
challenge-based appraisal rather than simple acceptance. Taken together, these findings suggest a
sequential conceptual model in which communication quality and trust shape readiness, readiness
supports adaptation, and appraisal and resilience strengthen or weaken the pathway. The paper offers
six testable propositions, practical implications for change management, and directions for future
empirical testing using multilevel and longitudinal designs.
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1. Introduction

Organizational change remains difficult because employees often face uncertainty,
shifting expectations, and uneven managerial credibility during transitions (Cheraghi et al.,
2023; Qiao et al., 2022). Recent research suggests that successful change is shaped not only
by formal strategy but also by whether employees see change as understandable, credible, and
manageable (Li et al., 2021; Albrecht et al., 2022). In this context, four constructs repeatedly
emerge as central: employee readiness for change, trust in management, internal
communication quality, and adaptation to change (Weiner, 2009; Yean et al., 2022; Yue &
Walden, 2023; Chen et al., 2024).

The problem is not merely that these constructs matter individually, but that they are
often studied separately (Rafferty et al., 2013; Choi, 2011). The current evidence base suggests
a need for a more integrated conceptual model showing how communication and trust shape
readiness and how readiness, in turn, influences employees' ability to adapt behaviorally and
emotionally to organizational change (Yue & Walden, 2023; Li et al., 2021; Jones et al., 2005).
This gap is important because readiness is increasingly treated as a precursor to
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implementation, while trust and communication appear to influence readiness through
uncertainty reduction, credibility, participation, and appraisal processes (Li et al., 2021; Rahi
et al., 2022; Senol et al., 2025).

Accordingly, the aim of this paper is to develop a conceptual framework linking
employee readiness, trust, communication, and adaptation in organizational change. The
paper first establishes foundational context, then reviews the literature, outlines the
conceptual method, presents the proposed framework, discusses implications, and concludes
with directions for future research (Weiner, 2009; Li et al., 2021; Men et al., 2020).

2. Literature Review

2.1. Employee Readiness for Organizational Change

Recent literature consistently presents readiness as multidimensional rather than
singular (Weiner, 2009; Hearld et al., 2025; Winters et al., 2020). The Organizational
Readiness for Implementing Change (ORIC) is the most frequently cited measure and
captures two core dimensions: change commitment and change efficacy. Other instruments
extend readiness to appropriateness, management support, personal benefit, climate,
resources, and contextual conditions (Weiner, 2009; Harris-Lane et al., 2023; Bergoug et al.,
2024). Readiness has also been measured at individual, team, and organizational levels, and
this choice changes interpretation: individual readiness emphasizes personal perceptions and
stress responses, whereas collective readiness reflects shared preparedness and
implementation conditions (Reimer et al., 2024; Bhattacharya et al., 2021; Kabukye et al.,
2020).

Readiness is consistently associated with positive change outcomes. Higher readiness
predicts implementation, adoption, support for change, and commitment to change (Rahi et
al., 2022; Caci et al., 2025; McClam et al., 2025). Several studies also show readiness as a
mediator, including links between self-efficacy and commitment to change, external CSR and
support for change, and supervisor support and commitment to change (Reimer et al., 2024;
Fatima et al., 2020; Ayu et al., 2023; Arif & Windarsari, 2026). At the same time, the strongest
predictor of readiness is not uniform across studies; self-efficacy, organizational justice,
perceived organizational support, commitment, and leadership each appear important in
different contexts (Rahi et al., 2022; Kebede & Wang, 2022; Al-Tahitah et al., 2021).

2.2, Trust in Management and Change Agents
Trust is a central relational mechanism in change contexts (Yean et al., 2022; Cao & Le,

2024; Sanchez et al., 2023). Studies show that trust in management predicts readiness for
change and that adaptability can mediate the trust-readiness link (Yean et al., 2022). Trust
also predicts readiness during strategic transitions and reduces resistance to change while
supporting adaptive and proactive agility (Muthuswamy & Subramanian, 2025; Doeze Jager-
van Vliet et al., 2022). Low trust, by contrast, is associated with resistance, insecurity, reduced
morale, disengagement, and intentions to leave (Mathieu, 2021; Stankeviciuté et al., 2021; Lee
et al., 2022).

Trust is operationalized in multiple ways: management trust, supervisor trust, cognitive
versus affective trust, ability—benevolence—integrity trust, and disclosure-based versus
reliance-based trust (Cao & Le, 2024; Zheng, 2023; Liu et al., 2022). Comparative evidence is
limited, but one study found disclosure-based trust had a stronger influence on organizational
change capability than reliance-based trust (Cao & Le, 2024; Dipoatmodjo et al., 2026). Trust-
building antecedents are relatively consistent: fairness, transparency, open communication,
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respect, credible leadership, feedback, support, and autonomy all contribute to stronger trust
(Yudiatmaja et al., 2023; Senol et al., 2025; Men et al., 2020).

2.3. Internal Communication Quality During Change
Communication quality is one of the most stable predictors in the reviewed evidence

(Yue & Walden, 2023; Zainab et al., 2022; Li et al., 2021). Effective change communication is
typically defined by clarity, timeliness, transparency, completeness, openness, participation,
and feedback loops (Pitafi et al., 2023; Albrecht et al., 2022; Li et al., 2021). Transparent
internal communication increases challenge appraisal, reduces threat appraisal, and supports
compliance and championing (Yue & Walden, 2023). Symmetrical communication also
improves perceived communication quality, organizational support, positive emotions, and
identification (Sun et al., 2023).

Communication is multidimensional. Validated dimensions include communication
climate, supervisory communication, organizational integration, media quality, co-worker
communication, and personal feedback (Santalla-Banderali & Alvarado, 2022). The studies
also show that two-way formats matter. Face-to-face conversations, staff meetings, open
forums, and feedback channels are especially valuable for clarification and participation, while
digital channels and internal social media are useful complements rather than clear
substitutes (Ellis et al., 2023; Tkalac Verci¢ & Verci¢, 2025; Li et al., 2021). Ambiguous or
poor-quality messages increase anxiety, uncertainty, and stress (al-Ahmadi et al., 2020;
Ripamonti et al., 2020).

2.4. Adaptation to Organizational Change
Recent research moves beyond acceptance versus resistance and treats adaptation as a

dynamic process of coping, resilience, flexibility, adaptivity, and proactivity (Roos et al., 2025;
Karman, 2020; Sobaih et al., 2021). Empirically, adaptive and proactive dimensions appear
especially important for successful adjustment under uncertainty (Aghaei et al., 2025; Jubault
Krasnopevtseva et al., 2025; Jing & Yang, 2025). Team flexibility improves change-specific
adaptive behavior, proactive behavior, and perceived fairness during change (Ling et al.,
2021). Organizational resilience is associated with proficiency, adaptivity, and proactivity after
disruption (Kim, 2020).

Appraisal theory is especially relevant here. Challenge appraisals increase work
engagement, learning behavior, compliance-related responses, and lower turnover intentions,
whereas threat appraisals elevate emotional exhaustion, anxiety, and poorer adjustment
(Chen et al., 2024; Ma et al., 2021; Peters et al., 2024). Supportive climates, trust, and open
communication appear to build employee resources such as resilience, adaptability, and
coping capacity (Yean et al., 2022; Priyadarshini et al., 2024; Bacouél-Jentjens & Cherbib,
2023).

2.5. Integrative Relationships Among the Constructs

Taken together, the evidence supports a sequential logic. Communication quality
reduces uncertainty and improves sensemaking; trust increases credibility and acceptance of
change messages; both contribute to greater readiness; and readiness supports
implementation and adaptation outcomes (Yean et al., 2022; Yue & Walden, 2023; Li et al.,
2021; Vakola, 2014). This sequence is not always tested in one model, but it is strongly implied
by the combined evidence base (Weiner, 2009; Li et al., 2021; Reimer et al., 2024).

A further inference is that trust acts as a social translator of communication quality: the
same message may be processed as credible under high trust and suspicious under low trust.
This is an inference from the evidence rather than a directly tested phrase, but it is consistent
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with findings on credibility, transparency, uncertainty reduction, and trust-mediated
openness (Zainab et al., 2022; Li et al., 2021; Yudiatmaja et al., 2023).

3. Methods

This study uses a conceptual literature-based synthesis focused on peer-reviewed
evidence published between 2020 and 2025 on employee readiness, trust in management or
change agents, internal communication quality, and adaptation to organizational change
(Alboroto et al., 2024; Choi, 2011; Wanberg & Banas, 2000). The inclusion logic prioritizes
studies that examine at least one of the focal constructs in organizational-change settings and
that provide conceptual, measurement, or empirical insight into their relationships (Caci et
al., 2025; Bernuzzi et al., 2023; Gholami, 2024).

3.1. Search Strategy and Selection Criteria
A systematic search was conducted across major databases including Scopus, Web of

Science, and Google Scholar using combinations of the following keywords: "employee
readiness for change," "trust in management," "internal communication quality," "adaptation
to organizational change," and "organizational change." The search was limited to peer-
reviewed articles published in English between 2020 and 2025. Studies were included if they
(a) examined at least one focal construct in an organizational change context, (b) provided
empirical, conceptual, or measurement insights, and (c) were published in reputable journals.
Studies were excluded if they focused on unrelated change types (e.g., clinical change without
organizational context) or lacked sufficient methodological rigor.

nn

3.2. Analytic Procedure
The analytic procedure is thematic synthesis. Studies were compared for construct

definitions, validated dimensions, antecedents, mediators, moderators, and downstream
outcomes (Alboroto et al., 2024; Van et al., 2025; Gholami, 2024). Particular attention was
given to cross-study convergence, contradictions in level of analysis and causal direction, and
repeated mechanisms such as uncertainty reduction, challenge/threat appraisal, resilience,
and self-efficacy (Yue & Walden, 2023; Chen et al., 2024; Henricks et al., 2025).

Because the evidence base is dominated by cross-sectional survey and SEM designs, the
output of this method is a conceptual framework, not a causal proof (Alboroto et al., 2024;
Fatima et al., 2021; Henricks et al., 2025). The framework is therefore presented as a
theoretically grounded model that requires empirical testing.

4. Results and Discussion

4.1. Proposed Conceptual Framework

The proposed framework positions communication quality and trust in management as
antecedent conditions, employee readiness for change as the central mediating state, and
adaptation to organizational change as the primary outcome (Weiner, 2009; Doeze Jager-van
Vliet et al., 2022; Li et al., 2021). Supporting mechanisms include challenge/threat appraisal,
resilience, self-efficacy, and perceived organizational support (Sun et al., 2023; Chen et al.,
2024; Tripuspita et al., 2024).

Figure 1. Conceptual Framework of Employee Readiness, Trust,
Communication, and Adaptation
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4.2. Key Pathways and Propositions
P1. Communication quality positively influences trust in management.

Transparent and symmetrical communication supports organizational trust and positive
relational outcomes during change (Zainab et al., 2022; Sun et al., 2023; Pitafi et al., 2023).
When employees perceive that communication is clear, timely, and two-way, they are more
likely to view management as credible and trustworthy.

P2. Communication quality positively influences employee readiness for
change. Clear, participatory, and timely communication increases readiness by reducing
uncertainty and increasing confidence in the process (Li et al., 2021; Yue et al., 2024; Albright
et al., 2022). Employees who understand the rationale for change and feel their voice is heard
are more likely to develop commitment and efficacy beliefs.

P3. Trust in management positively influences readiness for change. Trust
predicts readiness directly and via adaptability (Yean et al.,, 2022; Muthuswamy &
Subramanian, 2025). When employees trust management, they are more likely to accept
change messages and invest psychological resources in the change process.

P4. Readiness positively influences adaptation and implementation
outcomes. Higher readiness predicts implementation and stronger support for change and
is theoretically linked to stronger adaptation over time (Vakola, 2014; Rahi et al., 2022).
Readiness provides the psychological foundation for employees to engage in adaptive
behaviors such as flexibility, coping, and proactivity.

P5. Communication and trust influence adaptation partly through
appraisal. Transparent communication increases challenge appraisal and lowers threat
appraisal; trust and support improve adaptability and coping resources (Yean et al., 2022; Yue
& Walden, 2023; Chen et al., 2024). Employees who perceive change as a challenge rather
than a threat are more likely to engage in adaptive behaviors.

P6. Readiness mediates the effects of communication and trust on
adaptation. This is the main integrative proposition suggested by the evidence base (Yean et
al.,, 2022; Li et al.,, 2021; Reimer et al., 2024). Readiness serves as the psychological
mechanism through which communication and trust translate into adaptive outcomes.

4.3. Boundary Conditions and Moderators

The framework is likely to be strengthened by self-efficacy, resilience, organizational
support, and participative climate (Priyadarshini et al., 2024; Tripuspita et al., 2024; UKil et
al.,, 2025). Leadership style may matter, but its effects are not uniformly durable; some
longitudinal evidence suggests transformational leadership effects on state readiness can
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become weak or non-significant after controls (Henricks et al., 2025). Measurement level also
matters, because individual readiness and collective readiness may relate differently to
implementation and adaptation outcomes (Caci et al., 2025; Miake-Lye et al., 2020).

4.4. Discussion
The framework integrates three strong streams in recent change research. First, it adopts

readiness theory by treating readiness as shared or individual change commitment plus
efficacy (Weiner, 2009; Weiner, 2020). Second, it incorporates trust as a relational
mechanism linking leadership and employee acceptance (Cao & Le, 2024; Sanchez et al.,
2023). Third, it draws on appraisal-based adaptation models by explaining why
communication and trust do not influence all employees identically: they shape whether
change is seen as a challenge or a threat (Yue & Walden, 2023; Chen et al., 2024).

This model also clarifies the distinction between pre-change and post-initiation
dynamics. Readiness is the condition that makes implementation psychologically possible,
while adaptation reflects how employees sustain functioning, flexibility, and resilience during
ongoing change (Roos et al., 2025; Rahi et al., 2022). That distinction helps explain why some
interventions improve initial support but not long-term adjustment.

4.5. Implications for Change Management
Managers should not treat communication as one-way information delivery. The

evidence suggests that communication is most effective when it is transparent, timely, and
dialogic, with clear rationale, opportunities for employee voice, and visible feedback-loop
closure (Yue & Walden, 2023; Sun et al., 2023; Neill & Bowen, 2021). Trust-building should
focus on fairness, credibility, respect, and consistency between managerial words and actions
(Yudiatmaja et al., 2023; Men et al., 2020). If these conditions are absent, even technically
sound change messages may be interpreted defensively (Cheraghi et al., 2023; Ripamonti et
al., 2020).

Practically, organizations should strengthen supervisor communication, invite
participation early, monitor employee appraisals of threat versus challenge, and reinforce
coping resources such as support and self-efficacy (Ellis et al., 2023; Tripuspita et al., 2024;
UKkil et al., 2025). These actions should improve readiness and downstream adaptation.

4.6. Measurement Implications
Future studies can combine validated readiness instruments such as ORIC or ROC with

trust and communication measures and appraisal/adaptation variables (Weiner, 20009;
Harris-Lane et al., 2023; Santalla-Banderali & Alvarado, 2022). ORIC is especially useful
when readiness is treated collectively through change commitment and efficacy, whereas
broader tools may be preferable when context, facilitation, or implementation conditions are
central (Weiner, 2009; Bergoug et al., 2024). A key design choice is level of analysis:
researchers should align measurement with whether the intended outcome is personal
attitude, team implementation climate, or organizational adaptation (Yang et al., 2025;
Reimer et al., 2024).

5. Conclusion

This conceptual review argues that successful organizational change depends on an
interacting system rather than on readiness alone. The strongest evidence supports a
framework in which high-quality internal communication and trust in management reduce
uncertainty, improve appraisals, and strengthen employee readiness for change, which then
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supports adaptation, implementation, and sustained behavioral support (Yean et al., 2022;
Yue & Walden, 2023; Li et al., 2021; Reimer et al., 2024). Adaptation should be understood as
a dynamic process involving resilience, coping, and flexibility rather than simple acceptance
(Ling et al., 2021; Roos et al., 2025; Chen et al., 2024).

The main value of the framework is integrative: it connects communication, trust,
readiness, and adaptation in one theoretically coherent sequence while acknowledging the
roles of appraisal, self-efficacy, resilience, and support (Yean et al., 2022; Vakola, 2014;
Tripuspita et al., 2024). The next step is empirical testing across sectors, levels of analysis, and
change contexts (Miake-Lye et al., 2020; Rafferty et al., 2013; Shivers et al., 2025).
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