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ABSTRACT Recognizing the need for organizational change in a transition setting, we
specify a research model entailing the effects of two important workplace variables on the
relationship between dispositional resistance to change and organizational commitment.
Organizational commitment is important because of its relationship with a host of
considerations relevant to successful organizational change and development. We test the
model with samples from four Ukrainian firms undergoing comparable substantive change,
including in their human resource systems. The results indicate that the negative
relationship between resistance to change and organization commitment is moderated by
trust in management. Specifically, it is the lack of trust that exacerbates the negative
influence of resistance to change on commitment. Also, high procedural justice strengthens
the negative relationship, thereby reducing organizational commitment, an interesting
divergence from the Western literature. These indigenous findings in a markedly different
context from the West hold potential for theory that is richer and more comprehensive
in its explanatory reach. The findings also provide useful insights for managers in Ukraine
in their efforts to change organizational practices.
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INTRODUCTION

Perhaps nowhere has the need for organizational change been more pressing than
in the transition from a state-controlled to market-oriented system in the areas of
the former Soviet Union (FSU), where firms have had to cope with fundamentally
altered formal institutional environments. This institutional disruption requires
punctuated, systemic organizational change and ongoing adjustments as the tran-
sition evolves, emphasizing the capacity for change as a determinant of firm
performance in these contexts (Judge, Naoumova, & Douglas, 2009). Such
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multi-level, transformative change is ultimately the responsibility of individual
actors (St. John, 2005), and researchers have recognized the importance of
micro, person-oriented considerations in organization change (Battilana &
Casciaro, 2013; Judge, Thorensen, Pucik, & Welbourne, 1999; Kleinbaum &
Stuart, 2014). Here, our focus is on employees, as their resistance to change is
widely cited as a principal inhibitor of organizational change, particularly in the
FSU (cf. May, Stewart, Puffer, McCarthy, & Ledgerwood, 2011).

Nearly 300 years ago, Peter the Great observed that ‘anything that is new,
even if it is good and necessary, our people will not do without being compelled’
(Massie, 1981: 773). Recently, evidence of pervasive employee resistance to
change in the post-Soviet region, including Belarus, Bulgaria, Estonia, Russia,
and Ukraine, suggests formidable impediments to forging more competitive
firms (cf. May et al., 2011), attributable largely to an ‘indestructible Soviet mental-
ity’ (Garin, 2017) that pervades the region, especially in Ukraine and Russia
(Sohryu, 2015), which together formed the epicenter of the Soviet Union. This
mindset, termed ‘Homo-Sovieticus’, constrains the development of Ukraine
(Bilan, 2016), particularly in the eastern half of the country, which is more
closely aligned with Russia, ethnically and ideologically (Bjérkman & Lervik,
2007), as well as politically and economically (Novitskaya, 2015).

A key issue in the behavioral literature is how change endeavors influence the
employee-organization relationship, specifically as indicated by organizational
commitment (Armenakis & Bedeian, 1999), a psychological state pertaining to
the level of attachment the employee has to the organization (Meyer & Allen,
1991). Organizational commitment (OC) influences job attendance, performance,
turnover, and organizational citizenship, and correlates positively with job involve-
ment, job satisfaction, and occupational commitment (Fedor, Caldwell, & Herold,
2006; Meyer, Stanley, Herscovitch, & Topolnytsky, 2002). Moreover, OC, along
with commitment to change, predicts behavioral support for a change (Herscovitch
& Meyer, 2002). Consequently, the level of employee OC is associated with an
array of job-related behaviors important for firm change and subsequent organiza-
tional performance.

OC 1s particularly relevant during disruptive institutional transitions as organ-
izational change influences the level of person-organization fit or the degree to
which employees believe that their values match those of the organization
(Caldwell, Herold, & Fedor, 2004). This raises concerns both for the impact on
individuals’ responses to the change and for their relationship with the organiza-
tion (Fedor et al., 2006), including the potential to reduce OC (Caldwell et al.,
2004). Consequently, we focus on dispositional resistance to change (RTC) and
OC, which address these two considerations. In doing so, we draw on trait activa-
tion theory (Tett & Guterman, 2000), which suggests that a trait alone is insuffi-
cient to predict outcomes; instead, the subject’s trait will interact with the
situation in determining behaviors. Here, we argue that organizational change is
a key element of the situation that will ‘activate’ employees’ dispositional RTC,
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such that those who are predisposed to resist change will be less committed to their
organizations. That is, in the absence of organizational change, a person’s RTC
may remain dormant and be unrelated to his or her OC.

We also draw on trait activation to predict how employees with varying levels
of RTC will respond to change based on their perceptions of two potentially
important situational factors that are likely to affect the way that employees experi-
ence change: trust in management and procedural justice. Both of these constructs
reflect important employee perceptions of the work environment during change
(Van den Bos, Wilke, & Lind, 1998), and are key determinants of employee com-
mitment (Mathieu & Zajac, 1990; Meyer et al., 2002). Moreover, these situational
factors are particularly important in the post-Soviet context, where distrust in
organizational climates and favoritism as a basis of managerial decision-making
have been pervasive (May & Stewart, 2013; Novitskaya, 2015). Consequently,
we expect that the relationship between RTC and OC will be influenced by
these two organizational factors.

We specify, to our knowledge, a heretofore unexamined model of the rela-
tionship between RTC and OC, specifically, affective OC, moderated by the
work experience factors of perceptions of trust in top management and procedural
justice. We expect that trust in top management will mitigate the negative relation-
ship between RTC and OC, whereas procedural justice will exacerbate this rela-
tionship because of contextual characteristics, namely, the uncertainties
surrounding the novelty of standardized work policies and procedures grounded
in a universalist approach when applied to a particularist setting like Ukraine.
This analytical approach simultaneously considers both personality and work
experience, which is rare in the extant change literature (Oreg, 2006), but holds
promiise to better explain outcomes (Judge & Zapata, 2015), including understand-
ing OC (Mathieu & Zajac, 1990). We test this model with a sample of employees
from four firms in Ukraine, all of which were undergoing similar fundamental
changes at the time of data collection, including in the performance evaluation
and compensation systems of their human resource management function.

Institutional reform in Ukraine has been particularly fraught due to fragile
property rights and self-serving oligarchs exerting considerable economic influence
(Kononovo, 2010), as well as rampant bureaucracy, perceptions of ineffectiveness,
and even corruption, in regulatory bodies and the legal system (May et al., 2011).
These formal institutional conditions, combined with the informal institutional
environment, pose a starkly different institutional setting to the West, where the
theory we draw on was developed. Hence, Ukraine constitutes the ideal unconven-
tional setting that Bamberger and Pratt (2010) identified as useful for theory devel-
opment. The indigenous considerations in Ukraine not only inform the
development of local management theory (Van de Ven, Meyer, & Jing, 2018)
but also represent potential contingency effects that can enrich extant theory
(May & Stewart, 2013) by extending Western theories to make them more inter-
nationally applicable (cf. Tsui, 2007) in a manner described by May and
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Stewart (2013) as ‘double-loop theorizing’ across contexts to forge theory more
comprehensive in its explanatory reach. The results also have practical implica-
tions in potentially informing managerial intervention by predicting the potential
for resistance and by addressing workplace climate and practices to improve com-
mitment to the firm.

THEORETICAL BACKGROUND AND HYPOTHESES

In addition to the aforementioned features of formal institutions, the informal insti-
tutional aspects of Ukraine inform this study. The culture of Ukraine is character-
ized by relatively high levels of power distance (an individual’s acceptance of power
differentials at different levels of hierarchy in society, such as between authorities
and subordinates), uncertainty avoidance (an individual’s attitude toward uncer-
tainty and risk, and the need for structure), and collectivism (a focus on others
such that relationships are particularly important and necessitate loyalty)
(Hofstede, 2004; Naumov, 1996; Prykarpatska, 2008). These societal, cultural
values, along with the historical legacy of communism, are in stark contrast to
the West, where most of the theory concerning change and organizational commit-
ment has focused. Moreover, these values influence workplace norms, and Ukraine
firms are typically characterized by patriarchal organizational cultures, high man-
agerial control, separation of workers from managers, low employer commitment
to employees, and lack of job-based evaluations of performance and rewards
(Novitskaya, 2015). Overall, we would expect that individuals’ assumptions con-
cerning high power distance, and their anxieties stemming from high uncertainty
avoidance, in particular, complicate change processes, which are inherently uncer-
tain, particularly when they entail change that disrupts historical workplace norms
and relationships (Kleinbaum & Stuart, 2014).

Cultural-cognitive institutional frameworks provide the foundations of institu-
tional logics (Scott, 2008), entailing ‘beliefs, practices, values, assumptions, and
rules that shape cognition and guide decision-making in a given social context’
(Thornton & Ocasio, 1999: 801). Institutions are a primary source of identity cre-
ation and imprinting (Puffer, McCarthy, & Satinsky, 2018) whereby individuals
develop characteristic traits that reflect the nuances of their environment, here
from communist imprinting, during their formative years (Banalieva, Puffer,
McCarthy, & Vaiman, 2018; Grigore & Tucker, 2014). Institutions as rules and
shared meaning are path dependent (Ardichvili & Zavyarova, 2015) and tend to
persist (Kostova & Roth, 2008), even if they are unproductive (North, 1990) or
the environment changes (Marquis & Tilesik, 2013). The Soviet experience
entailed strong situational constraints (cf. Roth & Kostova, 2003), as evidenced
by indications that, although formal institutions have changed, Ukrainians are
still strongly influenced by the Soviet past (Bilan, 2016; Garin, 2017; Hyrych,
2017; May et al., 2011; Sohryu, 2015). This embeddedness in the past emphasizes

the role of informal institutions in compensating for country inefficiencies
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(Novitskaya, 2015), underscoring the importance of norms and patterns of practice
in understanding change phenomena, such as the dispositional, cognitive, and atti-
tudinal variables in this study.

Resistance to Change

Piderit (2000) posited that employees’ thoughts, feelings, and behaviors concerning
change are all important, but may not be mutually consistent. Therefore, resist-
ance to change is best viewed as a multidimensional position toward change com-
prising cognitive, affective, and behavioral components. Consistent with this
conceptualization, Oreg (2003: 680) developed a multidimensional (routine
seeking, emotional reaction, short-term thinking, and cognitive rigidity) disposi-
tional measure of RTC ‘designed to tap an individual’s tendency to resist or
avoid making changes, to devalue change generally, and to find change aversive
across diverse contexts and types of change’. Treated this way, RTC is an indivi-
dual’s enduring generalized response to change, rather than a response to a specific
change situation, and can explain why some employees are more adaptive to
change, while others are more recalcitrant.

Ukraine provides an interesting context for studying RTC. In addition to the
aforementioned cultural considerations, the communist ‘attitudinal legacy’
(Blanchflower & Freeman, 1997) persists (Hyrych, 2017; Sohryu, 2015) and can
influence individuals’ values and behaviors (Wyrwich, 2013). A study of
Georgia, Moldova, and Ukraine found evidence of a shared worldview, compris-
ing: paternalism, conformity, fear of reform, intolerance of unfamiliar others,
opposition to individualism, social alienation, and undervaluation of knowledge
and talent (Hyrych, 2017). These contextual considerations have consequences
for people’s beliefs and attitudes concerning change-related phenomena and are
relevant to the dimensions of RTC. For instance, RTC includes the dimension
of routine seeking. Routine and conformity, facilitated by rules and regulations,
were important in the Soviet period (Michailova, 2000), and remain so (May &
Stewart, 2013). Similarly, change associated with institutional transition empha-
sizes the emotional reaction of RTC to imposed change, as evinced by the rise
in alcohol abuse (Samokhvalov et al., 2009), suicides (Maksymenko, 2018), low
birth rate, and decreased life expectancy (Garin, 2017; World Life Expectancy,
2016) in the region since the collapse of the Soviet Union. Also, short-term plan-
ning and tasks are still emphasized over longer-term considerations (May, Puffer, &
McCarthy, 2005; McCarthy, Puffer, May, Ledgerwood, & Stewart, 2008;
Michailova, 2000). Moreover, unquestioning compliance was expected during
the Soviet period, while independent, critical thinking (cognitive flexibility) was
often punished (Michailova & Husted, 2003). Even still, those higher in RTC
are less likely to seek new knowledge for their firms in Ukraine (May et al.,
2011), signaling their preference for the status quo. Overall, given the relevance
of the dimensions of RTC in this institutional context, and its imprinting effects
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on people, we believe that RTC holds particular value for better understanding
OC in the region.

Organizational Commitment

In an attempt to help clarify the state of a burgeoning field complicated by multiple
conceptualizations and measures, Meyer and Allen (1991) described OC as a psy-
chological state that includes three distinguishable components: affective (an atti-
tude or desire), continuance (a need), and normative (a perceived obligation).
Meyer and Allen (1991: 14) defined affective commitment as an employee’s
‘attachment to, identification with, and involvement in the organization’. The
authors described continuance commitment as more calculative, entailing the per-
ceived costs of continuing with the organization compared to leaving it, and nor-
mative commitment as opting to maintain organizational membership out of a
sense of obligation. Meyer and Allen (1991) suggested that, to varying degrees,
an individual can experience all three forms of commitment such that the elements
might interact to influence behavior, although they have different antecedents, cor-
relates, and consequences (cf. Meyer et al., 2002). For instance, personal disposi-
tions (like RTC, as addressed here), work experiences, and organizational
structure (i.e., the degree of decentralization of decision-making and the formaliza-
tion of policies and procedures) are the most important predictors of affective com-
mitment (Meyer & Allen, 1991).

As for correlates and outcomes, there are differences in the magnitude and
direction depending upon the type of OC (cf. Mathieu & Zajac, 1990; Meyer
et al., 2002). To our knowledge, there have been only two studies of OC in the
FSU. Buchko, Weinzimmer, and Sergeyev (1998) found job involvement, work
satisfaction, promotion satisfaction, and supervisor satisfaction all positively signifi-
cantly correlated with attitudinal OC in a sample of 180 employees of an electrical
components manufacturer in Russia. Turnover intention was negatively correlated
with attitudinal commitment, defined as the acceptance of the organization’s
values, and the willingness to exert effort on the organization’s behalf (Mowday,
Steers, & Porter, 1979). Labatmediené, Endriulaitiené, and Gustainiené (2007)
validated the three-component measure of OC by Allen and Meyer (1990) using
a sample of 105 non-managerial employees across medium-sized enterprises in
Lithuania. The researchers also reported a negative relationship between OC
and intention to leave the firm but found no significant relationships between
affective commitment and age, gender, educational level, organizational tenure,
or personality traits.

We focus on affective OC because its generalized psychological orientation
makes it more important than other forms of commitment in terms of understand-
ing why an employee will act in the best interests of the organization across situa-
tions (Meyer & Allen, 1991). Research supports this contention, as affective
commitment, with its emphasis on personal fulfillment, strongly and consistently
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correlates with outcomes relevant for both employees and the organization
(Mathieu & Zajac, 1990; Meyer et al., 2002). The meta-analysis by Meyer et al.
(2002: 20) indicated that, of the three types of OC, ‘affective commitment had
the strongest and most favorable correlations with organization-relevant (attend-
ance, performance and organizational citizenship behavior) and employee-rele-
vant (stress and work-family conflict) outcomes’. Notably, their meta-analytic
results indicated similar findings with non-North American samples, suggesting
that expected outcomes of affective commitment would be cross-culturally
generalizable.

Resistance to Change and Organizational Commitment

Although individual dispositions, once largely neglected in organizational change
research (Judge et al., 1999), are garnering more attention, including some inves-
tigation of how dispositional RT'C influences change phenomena, these studies are
sparse and have not included links between RTC and OC. The work of Oreg
(2003, 2006; and with Sverdlik, 2011) and Elias (2009), considered in conjunction
with trait activation theory, provides a basis for understanding the connection
between RTC and OC. Oreg (2006) found that individuals high in dispositional
RTC were less likely to initiate change and were more likely to hold negative atti-
tudes toward change initiatives. These negative attitudes about change, we reason,
would have implications for OC, given its focus on an individual’s psychological
affiliation with the firm. Additionally, Naus, van Iterson, and Roe (2007) discov-
ered that the interaction of rigidity, measured with two of Oreg’s (2003) RTC
items, and role conflict, significantly predicted employees’ inclination to leave
the organization, an indirect indicator of OC because OC influences turnover
(Meyer et al., 2002). Moreover, Oreg and Sverdlik (2011), drawing on the
results of three studies, concluded that the correlation between individuals
higher in dispositional RTC and ambivalence about change was moderated by
their orientation toward the change agent, defined as both trust in management
and identification with the organization, a construct with similarity to OC.

Elias (2009) found that change attitudes, defined as an individual’s evaluative
judgment of a change initiative, fully mediated the relationship between growth
need strength and affective OC. Additionally, change attitudes partially mediated
the relationships between both locus of control and internal work motivation with
OC. Notably, although Elias characterized the mediator as an attitude toward
change, it was a general approach to change, not to the specific change situation.
Thus, the results produced with this measure may have implications for the rela-
tionship between RTC and OC.

To conceptualize the connection between RTC and OC, we draw on trait
activation theory, which argues that the extent to which a particular trait is
likely to affect an employee’s attitudes or behaviors is dependent on the degree
to which the situation provides an opportunity for, or necessitates, the activation
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of the trait (Tett & Guterman, 2000). Trait activation theory is rooted in Hattrup
and Jackson’s (1996) contention that it is essential to understand workplace situa-
tions if we want to develop any comprehension of how dispositions are related to
workplace outcomes. Research provides consistent support for the core ideas of
trait activation in the workplace (e.g., Hochwarter, Witt, Treadway, & Ferris;
2005; Kamdar & Van Dyne, 2007). Here, the implication is that employees’
RTC should not be related to their OC unless the employees recognize that the
organization is experiencing substantive change. Without this understanding, the
trait will remain dormant. On the other hand, when employees recognize that sig-
nificant change is occurring, RTC will be activated, and the experience of change
should prompt employees high in RTC to feel lower levels of emotional attach-
ment to their organizations.

Ultimately, successful organizational change requires that employees accept
and facilitate the change. Yet change can have a range of implications for employ-
ees, such as uncertainty, increased work demands, and the loss of a sense of control
(cf. Fedor et al., 2006), and can disrupt employees’ psychological contracts with
their organizations (Ashford, Lee, & Bobko, 1989). Consequently, the change
can alter the alignment between the individual and the organization, a conse-
quence for OC (Cable & Judge, 1996) that has ramifications for important work-
place behaviors. Those high in dispositional RTC are more likely to respond to
imposed change with negative emotional reactions, including anger, anxiety,
and fear (Oreg, 2006). As personality is strongly linked with affect (cf. Oreg,
2006), this reaction has implications for employees’ attitudes toward the organiza-
tion, including OC. Therefore, we posit that:

Hypothesis 1: There will be a negative relationship between RTC and OC during substantive firm

change across wnstitutional settings.

Organizational Context

While trait activation provides the basis for the argument that RTC is likely acti-
vated by organizational change, it also provides a backdrop for understanding how
situations in organizations may influence the magnitude of employees’ reactions to
change. That is, the way that employees interpret the organizational context at the
time that change is occurring is likely to affect their reactions to the change. Extant
research supports the proposition that organizational contexts can influence the
degree to which employees’ dispositional characteristics influence their reactions
to change (Mathieu & Zajac, 1990; Sackett, Lievens, Van Iddekinge, & Kuncel,
2017). Accordingly, we suggest that it is necessary to consider the role that situ-
ational factors play in shaping the relationship between RTC and attitudinal
OC. We focus on perceptions of trust in top management and procedural
justice, both important for the cooperation necessary for effective change (Tyler,
2003), as work experiences are particularly important antecedents of affective
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OGC (Meyer & Allen, 1991; Meyer et al., 2002), and are especially relevant to an
employee’s organizational experience in Ukraine.

In addition to the aforementioned uncertainty avoidance, power distance,
and collectivist elements of the Ukrainian culture, there are other considerations
in the informal institutional environment that we believe are of consequence for
the relationships of interest in this study, specifically particularism versus universal-
ism (cf. Michailova & Hutchings, 2006; Trompenaars & Hampden-Turner, 1997).
Particularist cultures stress interpersonal reciprocity, favoritism, and in-group/out-
group membership considerations in interpersonal networks, which influence pro-
cesses and outcomes (May & Stewart, 2013). Loyalty to the in-group is expected
and is rewarded with protection. Conversely, universalist cultures tend to rely on
policies and rules to regulate activity at the macro/social and firm levels. Based
on data from the European Social Survey, Nawojczyk (2006) ranked Ukraine as
the most particularist country in the F'SU. Ukrainian managers use particularist
approaches when delegating tasks, giving feedback, and rewarding employees
(Malota, 2016).

Inequality and injustice in formal institutions were common in the Soviet experi-
ence, and often still prevail, suggesting a different experience in Ukraine with issues of
organizational justice than in the universalist cultures of the West. Although some
firms are changing, the Soviet legacy of institutional arrangements remains resilient
in human resource practices in Ukraine (Novitskaya, 2015; Selivanovskikh, 2018;
Talajlo, 2010). Therefore, we propose that this institutional legacy will help explain
the relationship between RT'C and OC via the intervening effects of the organiza-
tional climate in the midst of firm change mitiatives in this context.

Trust in Top Management

Trust in management refers to an employee’s situational belief that, among other
characteristics, managers are reliable, fair, and competent (Butler, 1991). Trust
correlates favorably with a number of positive organizational outcomes, including
OC, job satisfaction, and turnover intentions (for a meta-analysis, see Choi &
Resick, 2016). Trust in top management is particularly critical because higher-
level managers typically have greater power based on their position in the hier-
archy (i.e., power distance). They also have better access to information and can
make decisions (including work assignments, performance evaluations, and restruc-
turing, among others) that affect employees. Based on this, Jiang and Probst (2016)
suggest that trust in management is especially valuable to employees because it
makes uncertain situations (such as organizational change) more predictable. In
the high power distance context of our study, we suggest that trust in top manage-
ment is a situational factor that may be especially important in mitigating the nega-
tive relationship between RTC and OC. Employees often perceive change
negatively because of its inherent uncertainty; trust in management should
reduce this uncertainty, as it signals a willingness to be vulnerable (Mayer,
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Davis, & Schoorman, 1995), and thus makes employees feel less threatened by
change, allaying some of the concerns of those higher in RTC.

Although trust between employees and management is important for organ-
izational change initiatives (Gomez & Rosen, 2001), trust has been infrequently
explored as a correlate of OC in the context of organizational change. Yet there
1s some evidence to support the contention that trust in management will buffer
the negative effects of RTC and OC. For example, Jiang and Probst (2016)
drew on Hobfoll’s (1989) conservation of resources theory, which concerns motiva-
tions to acquire and protect resources, to argue that trust in management should
reduce the strength of the negative relationship between job insecurity and out-
comes. Jiang and Probst (2016) positioned job insecurity as a resource threat,
and trust in management as a resource, as employees who trust management
believe that managers will look out for the best interests of employees. The
results of their study showed that trust in management moderated the relationships
between job insecurity and work satisfaction, supervisor satisfaction, affective com-
mitment, psychological distress, and burnout. Employees who had higher levels of
trust in management tended to have more positive (or less negative) reactions to job
insecurity, whereas employees with lower levels of trust in management had worse
reactions to job insecurity. Similarly, Wong, Wong, Ngo, and Liu (2005) showed
that the negative relationship between job insecurity and helping behavior was
weaker when employee trust in the organization was higher.

Trust in management is particularly salient in the FSU due to lingering dis-
trust from the Soviet era (Gurkov & Zelenova, 2011/2012; May & Stewart,
2013; Pucetaite, Lamsa, & Novelskaite, 2010; Stewart, May, McCarthy, &
Puffer, 2009a), and employee reports of managerial inconsistency, lack of interest
and even corruption in the region (McCarthy et al., 2008; Novitskaya, 2015). This
distrust is attributable to historical factors, such as authoritarian and patriarchal
organizational structures, complicated relationships between managers and
employees, and flexible attitudes towards norms and standards (Puc¢étaite et al.,
2010). Yet trust is important for the reciprocity expected within the social networks
of favor exchange widely practiced in the area (Michailova & Worm, 2003), which
entails both economic and social exchanges. For these reasons, we aver that trust,
an important antecedent of OC in the West, is perhaps more important in the
context of the former Soviet region, especially trust in top managers, who have
the ultimate authority and power concerning change initiatives. Trust in manage-
ment can help mitigate some of the anxiety associated with altering the expecta-
tions and responsibilities of employees amidst organizational change, particularly
for those resistant to change in an area noted for high uncertainty avoidance
(Hofstede, 2004; Prykarpatska, 2008), to the benefit of OC.

Hypothesis 2: Trust in top management will moderate the relationship between RTC and OC in
Ulkraine, such that those higher in R'TC, but who trust management, will be more commitled lo the
orgamization than are those who evince lower trust in management.
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Procedural Justice

Organizational justice entails perceptions about the accuracy, consistency, fairness,
and correctability of organizational decision-making processes (Colquitt & Rodell,
2011), and the means used to achieve stated aims and distribute rewards and sanc-
tions (Lind & Tyler, 1988). Initially, organizational justice research focused on the
former of these considerations, specifically, the perceptions of justice in decision
outcomes, but subsequently, attention has been devoted to the processes that
result in decision outcomes, termed procedural justice (cf. Colquitt, 2001). We
focus on procedural justice because it may subsume the interpersonal considera-
tions of interactional justice associated with interpersonal interactions (Blader &
Tyler, 2003), and is consistently related to organizational outcomes, such as OC
(Sweeney & Mclarlin, 1993; Colquitt, 2001). In fact, procedural justice is more
highly correlated with OC than is distributive justice in change situations
(van Dierendonck & Jacobs, 2012). Moreover, procedural justice is an important
determinant of people’s reactions to change (cf. Caldwell et al., 2004), and thus,
may be important in understanding successful organizational change (Bernerth,
Armenakis, Feild, & Walker, 2007).

Procedural justice is particularly important to the development of affective OC
because it serves as a signal to employees that the organization supports them, or
values their contributions and cares about their well-being (Wayne, Shore,
Bommer, & Tetrick, 2002). Perceptions of support, in turn, activate the reciprocity
norm, which obligates employees to repay the organization for favorable treatment
that it has provided, and strengthens the employee-organization relationship
(Eisenberger, Armeli, Rexwinkle, Lynch, & Rhoades, 2001). Extensive research
shows that a key way that employees respond to favorable treatment is through
high levels of affective OC (Kurtessis et al., 2017; Rhoades & Eisenberger, 2002).
Procedural justice connotes respect and signals to individuals that they are valued
members of a group, resulting in commitment and identification, providing the
basis for the group engagement model (e.g., Blader & Tyler, 2009).

Research in the West shows clear and consistent relationships between pro-
cedural justice and affective OC. In fact, the meta-analysis by Li and
Cropanzano (2009) showed that procedural justice had a stronger relationship
with work-related outcomes in North America than in East Asia, suggesting con-
textual differences in justice effects. There is not much knowledge, however,
about organizational justice in the post-Soviet region (Gatskova, 2013), although
socio-cultural contexts affect fairness perceptions associated with organizational
justice (Lind, Tyler, & Huo, 1997; Silva & Caetano, 2016).

Because of the context, we anticipate a different outcome in Ukraine than in
the West. In much of the FSU, there is a long history of favoritism afforded through
particularist norms that emphasize in-group relationships, loyalty, and circum-
stances over universally applied rules (cf. Gatskova, 2013; Michailova &
Hutchings, 2006; Nawojczyk, 2006). In fact, these practices are used as a means
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to manipulate or exploit formal rules by using informal norms and personal obli-
gations to gain access, patronage, protection, and security (Ledeneva, 2008). These
exchanges of favors have a transactional instrumentality and have largely guided
human resource practices. For example, even though decades have passed since
the collapse of the Soviet Union, there remains a lack of formal regulations and
norms for performance appraisal and compensation (Dirani et al., 2015; Gurkov
& Zelenova, 2011/2012), and laxity in applying norms and standards that do
exist (Pucetaite et al., 2010). To wit, guaranteed wages have been low, but have
been supplemented by large, arbitrarily determined bonuses, resulting in wage dif-
ferences of more than 500 percent among employees with similar job titles in the
same work unit in Russia (Gurkov & Zelenova, 2011/2012), suggesting that pay is
influenced by the relationship between the employees with their supervisors.
Similarly, there are very low levels of formalized performance evaluation
systems in Ukraine (Novitskaya, 2015). Notably, rewards can influence commit-
ment bonds (Klein, Molloy, & Brinsfield, 2012), including affective OC (cf. Gao-
Urhahn, Biemann, & Jaros, 2016).

Just as the norms of exchange and reciprocity are important in consideration
of trust, we expect that the perceived abandonment of these norms in favor of the
formalized standardization of work expectations, practices, and routines of proced-
ural justice will be problematic in Ukraine. While the adherence to standardization
in procedural justice produces perceptions of fairness across workgroups in the
West (Li & Cropanzano, 2009), the exchange of favors produces what might be
considered ‘situational fairness’ in much of the post-Soviet region. Such is particu-
larly the case in Ukraine, where a deep, shared distrust of the state has prompted
people to rely even more on each other amidst broader institutional uncertainty
(Hayonz & Lushnycky, 2005) and do business in a relationship-oriented way
(Novitskaya, 2015). The standardization and consistency inherent in procedural
justice threaten to disrupt this informal, relational exchange, producing more
uncertainty within the ambiguity of organizational change in a high uncertainty
avoidance context like Ukraine. High uncertainty avoidance influences employees’
concerns about justice and attitudes toward the organization that are similar to OC
(see the meta-analysis by Shao, Rupp, Skarlicki, & Jones, 2013).

Evidence from Russia supporting this expectation indicates that job security,
not higher pay, is the only predictor of positive HR outcomes for non-managerial
employees (Fey, Bjorkman, & Pavlovskaya, 2000) and that Russian employees will
actually leave their jobs for lower-paying positions to avoid the uncertainty of
being evaluated on higher performance standards (McCarthy et al., 2008). In
Kyrgyzstan, another country once part of the Soviet Union, although one with dis-
similarities to Ukraine, procedural justice is related to obedience, but not to organ-
izational participation and loyalty (Ozbek, Yoldash, & Tang, 2016), both correlates
of OC. In Ukraine, the implementation of procedural justice motivated the seeking
of knowledge (May et al., 2011), perhaps as a means of coping with the uncertainty
of new job-related expectations. Given the foregoing, we propose that a change to
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Figure 1. Research model

universal procedural justice considerations from particularist, relationship-based
work practices will likely produce additional uncertainty that is particularly threa-
tening to those who are dispositionally resistant to such change and will have nega-
tive consequences for their attitudes toward the firm.

Hypothesis 3: Procedural justice will moderate the relationship between RTC and OC in Ukraine,
such that those higher in RTC, and who have higher perceptions of procedural justice, will be less
comnutted to the organization than those who evince lower perceptions of procedural justice.

Figure 1 displays the research model.

METHODS
Sample and Procedures

Access to sites and participants poses considerable obstacles to research in the post-
Soviet states due to a lingering legacy of secrecy (Fey et al., 2000), fear of giving
feedback (Novitskaya, 2015), and suspicion of outsiders, particularly Westerners
(cf. Stewart et al., 2009a). To overcome these obstacles, we drew on a network
of Russian and US academicians, practitioners, and consultants that we have
forged over the years to seek participation in the study. One of these people, a
widely trusted insider in the region, gained agreement from the CEOs
(Directors General) of four privately held companies in Ukraine for their employ-
ees to participate in the study. Their agreement, however, was predicated on ano-
nymity, including the collection of minimal demographic data from participants,
which is typical in conducting research in emerging economies (cf. May et al.,
2011) in order to protect identities to secure participation.
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We focused exclusively on non-supervisory employees for inclusion in the study.
In all of the firms, each Human Resource (HR) Director presented their employees
with a hard copy of the survey, accompanied by a letter from the Director
General requesting participation. The employees anonymously submitted their com-
pleted surveys in centrally located collection boxes, and the HR staff then collected
the completed surveys and forwarded them to us. This similarity in the data collection
procedure across firms enhances the comparability of samples (Schaffer & Riordan,
2003). Notably, at the time of data collection, 2009, all of the firms were undergoing
large-scale organizational change that would directly influence employees. These
reforms included the first-time introduction of job design and descriptions, perform-
ance appraisals, and compensation systems linked to performance. Although private,
the firms had inchoate HRM departments, which is common in the region, where the
embedded institutional legacy from centralized planning typically results in HR prac-
tices that are not consistent with those of the West (May & Ledgerwood, 2007;
Novitskaya, 2015; Selivanovskikh, 2018; Talajlo, 2010), including not linking the
HR function to the goals and strategies of the firm (Gurkov & Zelenova, 2011/2012).

The sample comprises firms in a range of sectors: a cosmetics retailer, head-
quartered in Kiev, with retail stores in central and eastern Ukraine; a supermarket
chain with 27 stores in the Dnepropetrovsk area; a warchousing and distribution
services provider in Donetsk that caters to retail food outlets across Ukraine;
and a holding company, based in Dnepro, that oversees retail, transportation
and commercial real estate in Ukraine and Russia. In conjunction with manage-
ment, we targeted 2,300, 1,180, 167, and 305 employees, respectively, from
these firms to participate in the study. After eliminating cases with missing data,
the final, usable sample totaled 1,607 non-managerial employees, an effective
overall response rate of approximately 41%, which we attribute to the support
from management and the provided anonymity. Eighty-five percent of the respon-
dents were female, and the sample was relatively young: 65% were age 30 or
younger, 22% were 31 to 40 years of age, and 13% were 41 years of age or older.

Measures

Reward expectancy. Using the anticipatory element of Vroom’s (1964) expectancy
theory, and drawing on the expertise of the aforementioned network of profes-
sionals that we elaborate on later, we developed a five-item Likert-type scale to
measure the degree to which employees actually believed that their organization
was undergoing change, as evidenced by changes in human resource practices,
including the fact that their compensation was about to be linked to their individual
job performance for the very first time. An example item is ‘My salary depends on
my performance on my job’ (see Appendix I for these and all other measurement
items). The Cronbach alpha reliability of the scale was 0.79.

Here, we use the reward expectancy measure as an empirical check to ensure
that the subjects in the analysis are only those who believed that change was
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actually occurring in the HR practices of their firms, a condition prerequisite for
activization of RTC. Of all of the changes underway in the firms, we focus on
the linking of individual performance and pay because of its immediate relevance
to employees’ welfare. This type of check is necessary, we argue, because managers
of firms in this region often abandon organizational reforms or capriciously switch
among new consultants and techniques before new approaches take hold (May
et al., 2016). It’'s no wonder then that employees have little confidence in
announced change initiatives (McCarthy et al., 2008), a skepticism also grounded
in the experience of frequent change of state directives during the Soviet period,
when workers hesitated to follow initial instructions. Instead, they often delayed
the initiation of specific directives until the final days of a production period, an
organizational practice known as ‘storming’. Pay based on performance would
supplant pay based on the favors of personal exchange. Because the cynicism
about change initiatives could result in denial of the change, we use this variable
as an empirical check to ensure the circumstances necessary for trait activation.

Resustance to change. We used the aforementioned Oreg (2003) Resistance to Change
Scale, which measures an individual’s dispositional tendency to resist or avoid
change, to devalue change generally, and to find change aversive across contexts
and types of change. Consequently, the scale measures an approach to change
as an element of personality generally, instead of resistance to a specific change
situation and includes dimensions of routine seeking, emotional reaction to
change, short-term thinking, and cognitive rigidity. Despite considerable validity
evidence (e.g., Oreg, 2003, 2006; Oreg et al., 2008), the cognitive rigidity subscale
of the instrument is problematic in Russia and Ukraine, but the other subscales
exhibit measurement validity (Stewart et al., 2009a; Stewart, May, McCarthy, &
Puffer, 2009b). Thus, we excluded cognitive rigidity and measured RTC with
13 items associated with the dimensions of routine seeking, emotional reaction,
and short-term thinking, which produced a Cronbach alpha of 0.81.

Trust in top management. We measured the level of trust that an employee has in the
top management of the firm, here, the Directors General and deputies, with the
overall trust subscale from Butler’s (1991) Conditions of Trust Inventory.
Notably, this measure addresses the employee’s overall trust level with manage-
ment, not necessarily just their legitimacy, competence, accessibility, etc.
Following May et al. (2011), we also modified the items to focus on top manage-
ment because all compensation decisions are ultimately controlled by directors
and their deputies. Butler (1991) reported encouraging validity evidence for the
measure, and here the four Likert-type items produced a Cronbach alpha reliabil-
ity coefficient of 0.87.

Procedural justice. Following May et al. (2011), we used five Likert-type items from
Moorman (1991) to measure the degree to which employees perceive a sense of
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consistency and fairness in organizational procedures and policies. Factor analysis
of the items resulted in one problematic item that loaded weakly onto a factor sep-
arate from the others, so we discarded this item.!"! The remaining four items
loaded strongly onto a single factor and produced an alpha reliability estimate
of 0.74, so we used these items to measure procedural justice.

Organizational commitment. We used the Affective Commitment Scale by Allen and
Meyer (1990), a measure applicable to most societal contexts (Wasti et al.,
2016). These items address an emotional state concerning the employee’s emo-
tional attachment, identification, and involvement with the organization.
Therefore, this measure addresses the strength of the individual’s affiliation with
the organization, and the associated willingness to remain with the organization
because the employee wants to, rather than needs to or feels that he or she
ought to (Meyer & Allen, 1991). Allen and Meyer (1996) reported considerable val-
idity evidence for the measure. We dropped one item that factor analysis indicated
problematic, most likely because it asked about discussing one’s organization with
people outside the firm, which would be unusual in a society marked by secrecy
and in-group versus out-group considerations. The remaining seven items pro-
duced an alpha reliability of 0.78 for the scale in our sample.

Translation and Validation of Instrumentation

We capitalized on the bicultural, bilingual skills of our broader research team,
which also has expertise in the local business environment, to address semantic
equivalency of the instrumentation. As part of a larger research project that
included firms from Russia, all items were first translated from English into
Russian, in which the Ukrainian respondents are also typically fluent (Lindsay,
2014), particularly individuals from central and eastern Ukraine where all of the
Ukrainian firms were located. The items were then independently back-translated
into English by a second person, a native Russian speaker with work experience in
the research context, a benefit for translation in cross-cultural research (Schaffer &
Riordan, 2003). After the back-translation, this individual and one of the authors
carefully reviewed all of the scale items, generating the combined perspectives of a
cultural insider and an outsider that enhance the likelihood of obtaining equiva-
lency across not only languages but also cultures (Schaffer & Riordan, 2003).
Additionally, as recommended by Ryan, Chan, Ployhart, and Slade (1999), four
more bilingual Russian experts, routinely engaged in management training in
the region, inspected the English and Russian versions of the instrument, and con-
cluded that the standard of linguistic equivalency was met.

We used confirmatory factor analysis to test the factorial validity of the meas-
urement model. First, we tested models for each of the latent factors, which
resulted in all loadings being significant (see Appendix I), and acceptable fit in
each model.”! Further, we examined a four-construct model associated with the
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specified research model. Although the average variance extracted (AVE) for pro-
cedural justice and OC did not meet the 0.50 threshold, their composite reliabil-
ities (0.751 and 0.791, respectively) exceeded 0.70, another indicator of adequate
convergent validity (Fornell & Larcker, 1981).") The same was true for reward
expectancy. To test for discriminant validity, we also ran a series of models
linking the items of the four specified factors to one factor (x* =7,341.82, df =
351, CFI=0.488, RMSEA=0.11), to two factors (XQ =4,775.55, df =349,
Ay =2,566.27, CFI=0.674, RMSEA = 0.088), to three factors (x° =4,722.01,
df =348, Ay*=53.54, CFI =0.677, RMSEA = 0.088) and to four factors (x> =
1,529.92, df = 341, Ay” = 3,192.09, CFI = 0.91, RMSEA = 0.046). These fit statis-
tics and changes in %° demonstrate the discriminant validity of the four measures.

RESULTS

First, we screened the respondents using reward expectancy, retaining the
responses of those who either ‘agreed’ or ‘strongly agreed’ that pay was being
linked to performance for the analysis. As described, this helps ensure that the
remaining participants actually believe their firms are undergoing change,
thereby activating the consequences of RTC for OC. This screening resulted in
a total of 566 respondents for analysis. Although necessary for trait activation,
we recognize that the application of the screen introduces the potential for indirect
range restriction in the data. To the degree that range restriction occurs, it would
attenuate the relationships of interest, resulting in more conservative tests of the
hypotheses (cf. Aguinis, Edwards, & Bradley, 2017).

Table | presents the descriptive statistics and correlations, for both the full
and the final samples, with the only meaningful difference being that sex was sig-
nificantly related to procedural justice and OC (women had higher levels of OC) in
the final sample, but not in the full sample. RTC was strongly negatively correlated
with procedural justice, trust, and OC. Procedural justice was positively correlated
with trust and OC, and the latter two variables were also positively correlated. These
correlations generally support the expectations from our theorizing.

We used hierarchical regression modeling to test the hypotheses. We initially
tested controls for firm, and respondent sex and age, the only individual demo-
graphics data that we were allowed to collect in the four firms, and even then,
firm management required that age data be collected in 10 categories of age
ranges. Although sex was not a significant predictor of OC in Lithuania
(Labatmediene et al., 2007), sex was a significant predictor of OC when it came
into the model (B=0.15, p=0.02), with women more committed than men.
Perhaps this is due to women having less opportunity for job mobility in this patri-
archal society (Novitskaya, 2015), where interpersonal networks associated with
employment tend to be male-dominated, so that job security considerations play
a role in women being more attached to their firms. Firm and respondent age
were not significantly related to OC. The lack of a firm effect is likely due to the
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Table 1. Descriptive statistics and correlations

Variables M SD 1 2 3 4
Final Sample

1. Sex 0.84 0.37

2. RTC 2.46 0.53 0.02

3. Procedural Justice 3.77 0.63 0.03 —0.20%*

4. Trust 3.77 0.74 0.14%* —0.21%* 0.61%*

5.0C 3.76 0.57 0.10%* —0.30%* 0.49%* 0.53%**
Full Sample

1. Sex 0.85 0.36

2. RTC 2.58 0.54 0.03

3. Procedural Justice 3.35 0.75 0.00 —0.16**

4. Trust 3.36 0.86 0.04 —0.18%* 0.64%*

5.0C 3.40 0.66 0.04 —0.28%* 0.55%* 0.56%*

Notes: Final Sample N =566 Full Sample N=1,607. * p <0.05; ** p <0.01. Sex: 0 = male; 1 =female. RTC =
Resistance to Change. OC = Organizational Commitment

high similarities of the changes underway in the firms. Respondent age was not
related to OC in Lithuania (Labatmediené et al., 2007), but it was in Russia,
with older respondents more committed (Buchko et al., 1998). Perhaps the rela-
tionship that Buchko et al. (1998) identified was a function of the time of the
study, but they also found that tenure was significant, and they recognized the rela-
tionship between age and tenure. Ultimately, because of the number of dummy
variables associated with firm and respondent age, and because the results did
not materially change without them in the model, we excluded these two variables
for the sake of simplicity and readability of the results.

We mean-centered the remaining variables. Notably, all variance inflation
factors for the variables were below the threshold of 2.5, with the interaction
terms the highest, at 1.74. Consequently, there is no reason to believe that multi-
collinearity influenced the results.

The results of the analysis are presented in Table 2. First, we entered sex, and
then the predictor variables (RTC, trust, and procedural justice). We found that
RTC was significantly negatively related to OC (B = -0.19, p = 0.000), as predicted
in hypothesis 1. As theory predicts, procedural justice and trust perceptions were
positively related to OC. Next, we entered the interaction terms (resistance to
change*procedural justice, and resistance to change*trust) in step 3. Both of
these interaction terms were significant above and beyond the main effects.
Trust significantly moderated the relationship between RTC and OC (B =10.17,
p=0.002), such that employees with high trust perceptions reported higher
levels of commitment, supporting hypothesis 2, and high procedural justice percep-
tions lowered the OC of those high in RTC (B=-0.12, p=0.049), supporting
hypothesis 3.

We used simple slope analysis to probe the omnibus interaction effects, not
only at the conventional one standard deviation above and below the means of
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Table 2. Hierarchical moderated regression predicting organizational commitment

B
Variable and Step Step 1 Step 2 Step 3 R? AR?
Step 1: 0.01*
Clonstant 3.63 3.70 3.70 [0.023]
Sex 0.15* 0.07 0.08
[0.023]
Step 2: Direct Effects 0.37%* 0.36%*
RTC —0.19%* —0.18** [0.000] [0.000]
[0.000] [0.000]
PJ 0.23** 0.23%*
[0.000] [0.000]
Trust 0.26%* 0.26%*
[0.000] [0.000]
Step 3: Interaction Terms 0.38* 0.01*
RTC*Trust 0.17%* [0.000] [0.019]
[0.002]
RTC*PJ —-0.12%
[0.049]

Notes: N=566. Unstandardized coefficients are reported. P-values in brackets. * p <0.05; ** p<0.01. Sex: 0=
male; 1 = female. RTC = Resistance to Change. PJ = Procedural Justice.

RTC and the moderator but also at two standard deviations for comprehensive-
ness. The plots are shown in Figures 2 and 3, along with a scatterplot of the
values of RTC and OC, which generally comports with our theorizing about
the negative relationship between RTC and OC, except for some cases of the com-
bination of low RTC and low OC, and some at both high RTC and OC. At one
standard deviation, the slope for a high level of trust (B =-0.05, t[562] =-0.84,p =
0.40) was not significantly different than zero, but the slope for low trust (B =-0.31,
t[562] =-6.36, p = 0.00) was significant, results that held at two standard devia-
tions (low trust: B =-0.43, t[562] =-4.82, p =0.00), and the slope of high trust
turned positive (B=0.07, t[562] =0.68, p=0.50), as shown in Figure 2.
Opverall, these results do not fully support hypothesis 2, as stated, instead indicating
that it 1s a lack of trust that has negative implications for OC at high levels of RTC.
Additionally, at one standard deviation the slope of high procedural justice
(B =-0.26, t[562] =-4.70, p = 0.00) was significantly different than zero, and the
slope of low procedural justice (B=-0.10, t[562] =-1.89, p=0.06) was not.
At two standard deviations, low procedural justice (B =-0.03, t[562] =-0.30,
p = 0.77) was also not significant, while high procedural justice remained significant
(B =-0.33, t[562] =-3.51, p = 0.00). Thus, as predicted in hypothesis 3, consistently
over the range of values, high procedural justice had a negative effect on OC for
those high on RTC, the opposite of expectations regarding OC in the West.

To examine effect size in the results for substantive significance, we used

Cohen’s (1988) /2 (f?= : fQRQ), and general conventions for regression, which

© The Author(s), 2021. Published by Cambridge University Press on behalf of The International Association for
Chinese Management Research

https://doi.org/10.1017/mor.2020.61 Published online by Cambridge University Press


https://doi.org/10.1017/mor.2020.61

96 W. Stewart, Jr. et al.

5.00 seoe o o °
L] e o o0 o
° soe0 e o o ® o °
L] ceo oo wooe
e o e o e eeoce High Trust

4.00

eee o000 0000

8 3.00 LA e o L]
L] L] o0
] L
e o @ o0 @
L] L] L L] L]
2.00 ]
L ]
1.00
=-2.00 -1.00 .00 1.00 2.00

RTC

Figure 2. Scatterplot of resistance to change and organizational commitment with the interactive
effect of resistance to change with trust on organizational commitment

address the proportion of explained variance to unexplained variance, and account
for the incremental effects in the hierarchical regression model. The overall model
produces an effect size of 0.61, which is of the magnitude that Cohen (1988) labeled
‘large’ (i.e., 0.02, 0.15, and 0.35 are small, medium, and large, respectively), indi-
cating relevance for theory and practice. Evidence concerning the adequacy of the
regression is displayed in Figure 4, which combines the plots of the actual OC data,
the OC predictions, and the residuals, and shows that there are only a few of the
566 cases where outcomes notably diverge from predictions, mostly at lower values
of OC. With sex partialled, the main predictors also produced a large effect size
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Figure 3. Scatterplot of resistance to change with organizational commitment with the interactive
effect of resistance to change with procedural justice on organizational commitment
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Unstandardized Predicted Value

Figure 4. Prediction graph for adequacy of regression

(f = 0.57), but the interactions, with the main predictors partialled, produced an f*
of 0.02, which Cohen (1988) termed ‘small’. Although this is typical of interactions
in the social sciences (Cohen, Cohen, West, & Aiken, 2003), the interactions are the
focus of the study, and thus, warrant consideration. Importantly, with an R of 0.38
in the full model, 62 percent of the variance in OC is unexplained. In evaluating
effect size, we can proffer an alternative theoretical explanation that may help
address unexplained variance. Given the context and results of the study, we
propose that it may be useful to also consider distrust in management, as trust
and distrust are conceptually and empirically distinct (cf. Kang & Park, 2017;
Lewicki, McAllister, & Bies, 1998). Moreover, we focused on top management,
but there may be value in examining trust/distrust of more immediate managers
that takes into account the length of association between the supervisor and subor-
dinate (Rousseau, Sitkin, Burt, & Camerer, 1998). We also propose that the reader
consider the identified measurement issues, which are a source of error variance,
especially in the multiplicative interaction terms (cf. Cohen et al., 2003).
Additionally, regarding potential omitted variables in the model, we emphasize
other aspects of fairness perceptions, and later provide suggestions for research
that might incorporate these and other considerations, including distrust, to
improve model specification for predicting OC in change contexts, especially in
this region.

Finally, we also ran the analysis on the 1,041 cases where the respondents
reported less than ‘agreement’ on reward expectancy, thereby expressing doubt
that their firms were actually implementing a pay system linked to performance.
Notably, the main effect of RTC on OC also held (B =-0.19, p =0.00), but the
interactions between RTC and trust (B=-0.03, p=0.24), and between RTC
and procedural justice (B=-0.00, p=0.49), were not significant. We propose
that these respondents, not believing that change was actually underway, were
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insufficiently activated with respect to their beliefs about trust and procedural
justice to be relevant for OC.

DISCUSSION

The institutional disruption sparked by the collapse of the Soviet Union initiated
pressure for radical organizational change. Required change initiatives,
however, are often thwarted by employees (Shin, Taylor, & Seo, 2012), particu-
larly in this region, where lingering institutional logics, norms, attitudes, and beha-
viors from the Soviet past still pose formidable obstacles to aligning the firm with
new market demands. We focused on OC, which signals identification, attach-
ment, and loyalty to the firm, under compulsory conditions of firm change
because OC is correlated with job performance and a range of extra-role behaviors
(Mathieu & Zajac, 1990) that are important for firm success. As expected, the
results indicate that those who acknowledged the firm change and were higher
on RTC were lower in OC. Apparently, organizational change disrupts the
employee-firm relationship such that those more resistant to change feel less
attached to the organization, and we believe this main effect would tend to hold
under firm change conditions in many contexts, suggesting that the results could
be widely informative about obstacles to change initiatives. This inference is the
primary overall contribution of the study, as it informs change theory and also sup-
plements the OC literature by examining the phenomenon under conditions of
firm change.

We also predicted that the relationship between RTC and OC would be con-
ditioned by the employee’s expressed trust in top management and by beliefs about
procedural justice. Although we anticipated that the role of trust would be similar
to that shown in the West regarding OC, but perhaps more consequential due to
this context, we expected that the intervening influence of procedural justice would
be different than in the West, specifically, the opposite of the conclusions in the lit-
erature from Western samples such that high procedural justice perceptions are
detrimental to OC. These expectations were generally supported.

Management personifies the organization to employees, and their trust in
management entails the belief that managers are reliable, honest, and dependable
(Butler, 1991). This trust is emphasized in a particularist culture, where trust
accrues with interactions over time, and loyalty is emphasized. People also rely
heavily on personal trust in Ukraine because of the absence of reliable institutions
(Novitskaya, 2015). Moreover, given the discontinuity of the change relative to the
Soviet era, the role of trust would seem conspicuous in this circumstance, particu-
larly as employees in Ukraine are often distrustful of management, believing that
they are capricious in decision and action and that they are corrupted by self-inter-
est instead of the best interests of the firm (May et al., 2011). Interestingly, the
simple slope analysis of the interaction between RTC and trust indicates that
high trust does not allay the decline in OC for those high in RTC. Instead, it is
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the lack of trust, which is deleterious for OC among those higher in RTC. Lind
et al. (1997) found that trust in benevolence may play a bigger role in OC in
high power distance settings. Although we did not focus specifically on benevo-
lence, the results here suggest that the lack of trust is the more important consid-
eration for OC in this high-power distance context. Moreover, while most
research on trust assumes a zero-trust baseline, where trust is initially absent in a
relationship but grows over time, our results may be suggestive of what Lewicki
et al. (1998: 439) described as distrust, characterized by ‘a fear of, a propensity
to attribute sinister intentions to, and a desire to buffer oneself from the effects
of another’s conduct’. Lewicki, Tomlinson, and Gillespie (2006) described distrust
as a baseline state, sometimes rooted in societal cultures. In this sense, distrust
moves beyond just a lack of trust, such that individuals are more resolute in
their suspicions of others, and they tend to assume more negative intentions
than would someone harboring only low trust perceptions. We believe that these
characterizations could certainly fit the conditions in the Ukrainian context.
Ultimately, it is trust that facilitates risk-taking (Mayer et al., 1995), which is par-
ticularly important under firm change conditions in the region, and consideration
of trust issues, including distrust, may be integral for understanding OC in this
setting. Procedural justice has a different effect.

Dent and Goldberg (1999) argued that the widespread notion that employees’
general resistance toward change thwarted organizational change overlooked the
fact that employees would not necessarily resist change generally, but instead,
would resist change that had negative consequences for them. Here, the implemen-
tation of standardized procedures for consistency, particularly in compensation
decisions, marks a notable departure from the particularist customs of exchange
where uniform rules were often distorted or ignored in determining decisions
like employee pay, deferring instead to personal relationships between the super-
visors and subordinates (May et al., 2011; Novitskaya, 2015). Consequently, for-
malized rules may not decrease risk and ensure perceptions of fairness if they
disrupt historical practices and relationships, but rather, practicing the more famil-
iar, predictable social norms helps reduce uncertainties in times of change (cf.
Lund, Scheer, & Kozlenkova, 2013). While fairness judgments can reduce uncer-
tainty, injustice perceptions can increase uncertainty (Reb, Goldman, Kray, &
Cropanzano, 2006). Thus, we suggest that this change to standardization, espe-
cially in compensation practices, would create uncertainty that problematically
alters the individual’s psychological contract with the firm, prompting the fear,
anxiety, and anger likely in those high in RTC (cf. Oreg, 2006), reducing their
commitment to the firm.

There are two contending perspectives concerning socio-cultural influences in
the justice literature. For instance, Morris and Leung (2000: 114) suggested that
‘on an abstract level, people’s justice perceptions are determined by similar prin-
ciples across cultures’. They also noted similarities across cultures in the conse-
quences of procedural justice, including on OC. The results here raise questions
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about those conclusions, instead suggesting that perceptions of fairness and their
consequences can be more context-specific, an inference more in line with the
alternative position that socio-cultural values affect perceptions of procedural fair-
ness. T'o wit, Lunnan and Traavik (2009: 141) stated, ‘Our results found that even
when a HR practice reflects the due process justice principle, which is considered
universal, the very fact this practice is standardized can evoke perceptions that it is
unfair’. Procedural justice does not universally facilitate OC, as the effects on OC
are lower in high power distance cultures (Shao et al., 2013). Collectivism empha-
sizes norms in predicting behavioral intentions (cf. Wasti, 2003), and our results
also suggest that change conditions influence the role of procedural justice in pre-
dicting OC.

In addition to the inference that contextual circumstances may mean that pro-
cedural justice is not necessarily universally considered fair, the results provide
useful contributions to justice theory, which generally proports that higher levels
of justice are desirable. Our findings challenge that assumption. For example, fair-
ness heuristic theory posits that people cope with a fundamental social dilemma
about whether or not to cooperate with authorities so as to gain favorable out-
comes over time or to be possibly exploited. In deciding about cooperation,
people rely on a psychological shortcut using fairness as a proxy for trust, as fair
treatment signals trustworthiness (Lind, 2001). Here, the results suggest that, in a
relational, particularist setting marked by widespread distrust, it is not fairness typ-
ically associated with procedural justice that substitutes for trust; rather, trust issues
are more immediate to a person’s attachment to the firm as a signal of cooperation.
Procedural justice operates separately. Similarly, uncertainty management theory,
a successor to fairness heuristic theory, suggests that the consistency necessary for
fairness helps people manage uncertainty. Yet there was procedural inconsistency
within the particularist traditions in Ukraine, so a change to standardized practices
and policies would actually create more uncertainty, especially for those resistant to
change, as they consider the consequences for their personal welfare as a result of
the change to procedural justice. Thus, the results here underscore that attention to
context is important for justice theory, as exceptions afford opportunity to improve
the capacity of theory to more broadly address relevant phenomena.

Finally, the study contributes to trait activation theory, not only in terms of the
organizational change setting but also in its application. Ordinarily, activation
could be assumed in studies of firm transition in most Western research settings,
but trait activation cannot be assumed here because employees are dubious
about announced initiatives. Thus, we recommend caution in research assump-
tions regarding trait activation in all settings.

The contextualization of theory can not only produce more insight into local
organizational phenomena but can also leverage the extant theory, a cross-fertiliza-
tion of emic and etic perspectives with value for the original theory by examining its
boundary conditions (May & Stewart, 2013). Double-loop theorizing is an itera-
tive, non-recursive process in which the local and the original theory inform
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each other. In this effort, exceptions to expectations hold tremendous value in
understanding behavior (Johns, 2006). The results here concerning trust and pro-
cedural justice represent such exceptions and illustrate the value of using transition
contexts to assess extant theory for generalizability. Institutional logic variations
are important in this endeavor. For instance, not much is known about how
socio-cultural context affects justice perceptions (Silva & Caetano, 2016), but rela-
tional concerns are paramount in determining procedural perceptions, or at least
their consequences (Lind & Tyler, 1988). Change in routine and procedure can
disrupt these relational patterns. Overall, the results here represent the contextual-
ization Wasti et al. (2016) encouraged for a more nuanced understanding of OC.

Our results also have implications for managers, both foreign and domestic,
operating in Ukraine, as Western HR practices may need modification in recogni-
tion of local institutional arrangements (Dirani et al., 2015). Although we focus
here on Ukrainian firms undergoing change, it is important to recognize that
the typical human resources practices of a Western firm would also constitute a
change for indigenous employees. Traditionality can adversely influence the effect-
iveness of business practices (Wasti et al., 2016). As, according to Oreg (2003),
RTC is a stable disposition, it is important to attend to organizational matters
that might attenuate its effect on OC. Managers should be particularly mindful
of the level of trust with their employees, understanding that, historically, trust
in management has often been elusive. When employees are distrustful, rather
than simply low in trust, different management interventions than those typically
used to build trust may be required during change initiatives to reduce this distrust.
Specifically, managers should focus on consistency in actions and keeping promises
(Saunders, Dietz, & Thornhill, 2014). Communication is also important, as it is
with OC, where feedback can help with facilitating positive attitudes toward the
firm (Mathieu & Zajac, 1990). It should help to communicate new expectations,
give employees voice, and work toward enabling employee success in new perform-
ance and reward systems. This would entail training to assist employees in attend-
ing to their new responsibilities and bolster their confidence (Wanberg & Banas,
2000). Training in the region has been valued (Fey & Bjoérkman, 2001), perhaps
because education has traditionally not been job-relevant (Ardichvili &
Zavyalova, 2015; Novitskaya, 2015). Overall, a situational approach, informed
by context, should be considered. Otherwise, reduced OC signals concern for
the longer-term prospects of the firm.

Limitations and Future Research Directions

The principle limitations are those typical of a cross-sectional study with a sample
of convenience, although one notably large for the region. With this are concerns
about the effects of common methods in the results. We considered response
factors during survey design and mixed scale items associated with different mea-
sures throughout the questionnaire, included reverse-coded items, and provided
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privacy and anonymity to respondents, which reduces mono-method bias
(Podsakoft, MacKenzie, Lee, & Podsakoff, 2003; Spector, 2006). The content
and wording of the items raise no apparent concerns about response biases that
might inflate correlations (Spector, 2006). Moreover, Siemsen, Roth, and
Oliveira (2010: 470) noted that because common method variance attenuates an
interaction term by lowering the reliability of one or both measures, ‘there is no
reason that common method bias would create an artificial interaction effect’.
Moreover, there was no evidence of common method effects in the main effect
hypothesis.[Y Still, of course, causality cannot be implied, and we cannot necessar-
ily generalize the results from four firms to all firms in Ukraine, especially those in
the western portion of the country.

As mentioned, we were necessarily limited in asking for demographic infor-
mation, but this is alleviated by the fact that Oreg (2003) found no significant
age, gender, or occupational status differences in mean item scores or in the
RTC scale factor structure, resulting in no a prior: basis for expecting demographic
effects that produce variations across groups. Additionally, demographics are
weakly connected to OC (Meyer et al., 2002), suggesting that our lack of ability
to control for a broader array of demographics is not important for the hypothe-
sized link between RTC and OC. We also could not assess potential non-response
bias, but the large sample size helps alleviate some of the concern about sampling.
Also, we used perceptions of the work experience variables, trust, and procedural
justice, instead of objective measures, but perception is reality for employees in
terms of attitudes and behaviors (Smircich & Stubbart, 1985), and particularly
justice (Bernerth et al., 2007), even though management might have a different
perspective. Although we used established instruments and were careful about
translation, measurement could be improved, meriting attention in future
research. Also, we focused on private firms, but ownership structure, particularly
state ownership, may be a meaningful contingency in the generalization of our
results. Finally, this study represents a snapshot of circumstances during change,
so we can provide no inferences about how OC might have evolved during organ-
izational change processes. Research is needed that examines person-organization
fit dynamically during firm change initiatives over time and examines generaliz-
ability in other FSU settings.

In addition to research addressing the limitations, the results presented here
have a range of implications for additional inquiry that may better elucidate the
links between dispositions, perceptions, and attitudes during change initiatives.
First, because our results show that only low trust was significant in moderating
the effect of RTC on OC, we believe that exploring distrust, as conceptualized
by Lewicki et al. (1998), might be useful for future research. Toward this end,
Kang and Park (2017), using a scale for distrust focused on assumptions about
an organization’s past violations of obligations and reckless behaviors, as well as
intended harm and lack of commitment to public welfare, demonstrated that
trust and distrust are conceptually and empirically distinct constructs that can
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coexist. Kang and Park’s (2017) measure builds on that of Adams, Highhouse, and
Zickar (2010), who developed a distrust scale with favorable psychometric proper-
ties to measure individuals’ distrust of all corporations in general (i.e., as institu-
tions), which could be useful in research controlling for societal levels of distrust
before examining issues around trust/distrust at the firm and interpersonal
levels. Specifically, we believe that consideration of additional elements of trust/
distrust (particularly, regarding the immediate supervisor), and other organiza-
tional variables pertinent to the context, including perceived organizational
support, can help clarify the RTC-OC relationship. Perceived organizational
support, entailing employees’ perception about the employer’s commitment to
them, 1s associated with procedural justice and trust (cf. Tremblay, Cloutier,
Simard, Chénevert, & Vandenberghe, 2010), and studying it in conjunction
with OC during change could be especially informative in this region, particularly
in studying perceptions of justice and fairness. In these efforts, job security is likely
instrumental (cf. Fey et al., 2000).

Given our findings indicate that procedural justice functions differently in
Ukraine than in the West, it would be interesting to see how a broader view of fair-
ness, including distributive justice, which entails perceptions of the equity of out-
comes received by the employee, affects OC post-change. Consideration of
organizational justice (cf. Bernerth & Walker, 2012) may also be helpful. We
also believe that including commitment to the change initiative (cf. Herscovitch
& Meyer, 2002) can help explain OC, and other outcomes relevant to change
situations, as can understanding the role of social influences (cf. Cable & Judge,
1996), particularly in a context marked by relational norms and practices, such
as the former Soviet region. Because of this, research might also address social
identification, which entails the degree of oneness with the group, in this
context, as it is linked to outcomes similar to OC (Johnson, Morgeson, &
Hekman, 2012). The findings of Buchko et al. (1998) notwithstanding, more
research concerning the outcomes of OC in the context of this region is also
needed. We advocate consideration of other dimensions of OC and their interplay
(cf. Meyer & Allen, 1991). Given the inferences in the literature, we believe that
continuance commitment, involving the perceived costs of leaving the organiza-
tion, could be instructive for those high in RTC when the firm is undergoing
change, and thereafter. Additionally, the results presented here might serve as
an impetus for needed multi-level analyses of change, and for cross-national com-
parative studies that clarify the emic and etic aspects of change phenomena that
can forge more robust theory across contexts, which is particularly important for
international management (cf. May & Stewart, 2013). In short, we suggest that
the region affords meaningful opportunities to study change-related considera-
tions. Here, we rely on the extensive findings concerning OC in the West, but com-
parative studies may be informative. Moreover, we advocate research in other
areas where personal relationships are particularly important in the workplace,
such as China.
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It is necessary to understand important core processes, including potentially
problematic individual difference and attitude combinations, associated with
change management in a way that could enable managerial interventions. Our
research addresses crucial questions about gauging employees’ RTC and how
their perceptions of work climate temper or complicate the influence of resistance
on employee commitment to the organization. Research is needed concerning how
to address trust and procedural justice, and other considerations, in a manner that
benefits commitment in this context. Likely considerations include recognition,
empowerment, development, rewards, information sharing (cf. Lind & Tyler,
1988), and communication (Whitener, Brodt, Korsgaard, & Werner, 1998), but
ameliorative approaches may be context-specific.

CONCLUSION

The ongoing transition following the collapse of the Soviet Union necessitates that
firms undertake major change in order to adapt to new competitive realities. Their
ability to do so depends, in part, on the willingness and ability of employees to adjust
to dramatically different work circumstances. Yet, as Peter the Great lamented,
these changes are particularly difficult in the region. Management must develop
and apply employees’ capabilities to the new requirements of the firm, and in so
doing, understand the implications for employee attitudinal attachment to the
firm and the ensuing consequences. These considerations are important both for
the organization and, ultimately, for the macroeconomic outcomes of transition.

Supplementary Material

The supplementary material for this article can be found at https://doi.org/10.1017/mor.2020.61

NOTES

[1] Using the guidelines advanced by Kim and Mueller (1978), we analyzed the factor structure of all
of the scales using principal component extraction with varimax rotation. Of all the items in the
measures, only two did not load in a manner consistent with the criteria proposed by those authors.

[2] Reward Expectancy (x* = 17.158, df = 4, CFI = 0.995, RMSEA = 0.0452, RTC (x* = 337.386,
df =62, CFI=0.937, RMSEA =0.052), Trust in Top Management (x~ = 4.822, df =1, CFI
=0.999, RMSEA =0.048), Procedural Justice (x>=0.348, df=1, CFI=1.00, RMSEA =
0.000), and OC (x* = 44.398, df = 7, CFI = 0.986, RMSEA = 0.057).

[3] Although all items for the measures had highly significant loadings, we removed the items with
loadings of 0.40 or lower and reran the analysis. The results were materially the same as those
presented, only stronger. We report results with all items for the measures included in order
to facilitate comparison with the results in other studies using these established measures.

[4] Following Chang, van Witteloostuijn, and Eden (2010), we checked for common methods effects
on the main effect hypothesis by conducting a Harman’s single-factor test and by testing a latent
common method factor. For the former, factor analysis produced four factors with eigenvalues
greater than one, where the loadings were mostly consistent with OC and the three subdimen-
sions of RTC, and hence, did not produce a single or general factor. The relationship between
RTC and OC remained strongly significant with the inclusion of a latent method factor as a
control, and CMV accounted for only six percent of the variance.
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