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This study examines the impact of
specific contextual factors (per-
ceived organizational support,
trust in top management, mean-
ingful work, distributive, proce-
dural, and interactional justice)
on the affective commitment level
of Indian managers operating in
Indian IT and IT-enabled services
(ITES) sector in the aftermath of
organizational downsizing. Data
collected from 190 managers
working in an MNC operating in
the IT/ITES domain in India was
used to examine how the six con-
textual factors influence affective
commitment. The managers sur-
veyed were the survivors of the
downsizing effort. Results suggest
that except all three organiza-
tional justice, all other factors sig-
nificantly positively impacted em-
ployee commitment.
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Introduction

For a long time, both academicians
and practitioners have been keenly
studying the factors associated with
employee commitment in different con-
temporary contexts (Mueller et al., 1992;
Meyer & Parfyonova, 2010). The cur-
rent article explores factors related to
affective commitment in the Indian IT
and IT-enabled services (ITES) sector.
IT/ITES sector is increasingly becom-
ing important for countries rich in human
capital, like India (Kundu & Mor, 2017;
Noronha & D’Cruz, 2020). India has
been chosen as the target destinations
for IT/ITES backend support systems for
many multinational organizations prima-
rily due to the skilled workforce and
English language proficiency compared
to other developing countries (Bhatnagar,
2007). Indian IT/ITES sector has an
impressive growth rate and a significant
contribution to the Indian economy
(Hutchinson and Ilavarasan, 2008;
Kanwar et al., 2012; Noronha & D’Cruz,
2016).
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In this sector majority of the compa-
nies deploy employees in challenging
projects, where high employee commit-
ment is required. However, every time
the sector does not provide adequate sup-
port to the employees (Tiwari & Lenka,
2019; Noronha & D’Cruz, 2020). Indian
IT/ITES companies have seen a series
of downsizing moves, which forced fre-
quent job relocation and firing of employ-
ees (Tiwari & Lenka, 2018; 2019). De-
spite higher salaries, there are concerns
about work-life balance, social protection,
job security, and long working hours
(Noronha & D’Cruz, 2020). Compas-
sionate considerations towards employ-
ees often take backstage (Tiwari &
Lenka, 2019). In the name of ‘profes-
sionalism,’ both from the customer’s and
management sides, employees’ are often
forced to overstretch themselves
(Noronha & D’Cruz, 2016). The present
study was carried out when the respon-
dent managers were going through ‘sur-
vivor syndrome’ (Appelbaum et al., 1997;
Datta et al., 2010) with emotional, be-
havioral, and psychological exhaustion
due to involuntary workforce reduction
in their workplace. The ongoing pandemic
had also worsened the situation and have
created additional physical, emotional, and
psychosocial pressures on them.

Theory & Hypotheses

Social Exchange Theory (Blau,1964)
suggests that all human relationships are
based on the exchange of resources val-
ued by those interacting with each other.
When an organization provides social-
emotional supports to its employees, they
are likely to reciprocate by providing their

affective commitment to the organization.
Social Identity Theory suggests that
when employees perceive that their or-
ganization values and appreciates an
individual’s contribution, it symbolizes
organizational respect for that individual
or high status (Tyler, 1999; Fuller et al.,
2003). High status, in turn, is likely to in-
crease an individual’s organizational com-
mitment since it is associated with in-
creased social identity. Employees gen-
erally may perceive psychological con-
tract violation due to downsizing moves
initiated by the organization (Arshad &
Sparrow, 2010). Thus, there may be the
existence of perceived imbalance in the
process of social exchange.

Affective Commitment

Although many conceptualizations of
commitment (affective, normative, con-
tinuance) exist, affective commitment
has remained the core of organizational
commitment (Mercurio, 2015). Affective
commitment is defined as the emotional
attachment of individuals to their orga-
nization, which gets manifested by the
individual’s identification and involve-
ment with that of the organization
(Meyer & Allen, 1991; Meyer et al.,
2002). Higher commitment is likely to
lead to increased organizational citizen-
ship behavior (Organ, 1990), increased
job satisfaction (Mathieu & Zajac,

|Employee work commitment is
highly associated with employees’
job performance, absenteeism, or-

ganizational citizenship behavior,
and employee turnover.
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1990), and less absenteeism, less turn-
over intention (Wong et al., 2002; Wong
& Wong, 2017). Employee work com-
mitment is highly associated with em-
ployees’ job performance, absenteeism,
organizational citizenship behavior, and
employee turnover (Cohen, 1992;
Randall, 1990; Whitener & Walz, 1993;
Liu & Cohen, 2010). Three different
types of antecedents of commitment
have been extensively studied in the lit-
erature. First category is related to the
influence of an individual’s demographic
characteristics, such as age, job tenure,
etc. (Steers, 1977; Cohen, 1992). Sec-
ond category focuses on work experi-
ences, an opportunity for social inter-
actions, perceived organizational support
(POS), organizational dependability, job
characteristics, including job scope, va-
riety and challenges, employees’ per-
ception of reward, etc. (Buchanan, 1974;
Steers, 1977; Shore & Wayne, 1993;
O’Driscoll & Randall, 1999). Third cat-
egory of antecedents involves an
individual’s value orientations and explo-
ration on which ‘right’ type of individu-
als will strongly identify with the orga-
nization and commit to organizational
goal attainment (Wiener, 1982). In the
current research, our focus is on to ex-
plore the first two categories as ante-
cedents of organizational commitment in
the Indian IT/ITES context, aftermath
of a downsizing move. Specifically, we
are interested in knowing how POS,
trust in top management, meaningful
work, and organizational justice (dis-
tributive, procedural, and interactional)
influence the affective commitment of
Indian IT/ITES managers who are sur-
vivors of the downsize.

POS & Affective Commitment

POS refers to how employees per-
ceive their organizations are interested
in their well-being and value their contri-
butions (Eisenberger et al., 1986). Many
previous researchers have found a posi-
tive association between POS and affec-
tive commitment (Wong & Wong, 2017;
McCormick & Donohue, 2019). POS can
be thought of as employers’ commitment
towards the employees, which employ-
ees are likely to reciprocate positively.

HI1. POS is positively related to affec-
tive commitment.

Trust in Top Management

Top management refers to the group
of persons at or near the top of the orga-
nizational hierarchy (Hart, 1989). Trust
in management has important productiv-
ity-related outcomes (Arygyris, 2017).
Meyer (1995) conceptualized that trust-
worthiness may come from three factors:
ability, benevolence, and integrity. We
have conceptualized trust to be connected
to the perceived skill or ability of the top
management. [T/ITES being knowledge-
driven sector in case the top management
reflects certain strong knowledge or
learning on important issues of concern,
then the perception of the trust in top
management may increase. Given mixed
findings in the associations between trust

‘ Trustworthiness of the top man-
agement is a support, which em-

ployees will likely to reciprocate
through higher commitment. \
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in top management and commitment
(Klendauer, & Deller, 2009; Mahajan et
al., 2012), there is a need to explore this
relationship further. Trustworthiness of
the top management is a support, which
employees will likely to reciprocate
through higher commitment.

H2. Trust in top management is positively
related to affective commitment.

Meaningful Work

Connected to the Job Characteris-
tics Model (Hackman & Oldham, 1976),
meaningful work refers to the perceived
value and importance of the work that
an employee experiences. Meaningful
work enables an individual to develop
competencies, ensures growth, and pro-
vides learning opportunities. Thus,
meaningful work may enable employees
to contribute more effectively (Steger
& Dik, 2010). Earlier studies have found
that meaningful work is positively asso-
ciated with organizational commitment
(Fairlie, 2011; Scroggins, 2008;
Tummers & Knies, 2013; Jiang &
Johnson, 2018).

H3. Meaningful work is positively related
to affective commitment.

Distributive Justice

Distributive Justice is related to the
perceived fairness of the amount of
compensation employees receive,
whereas procedural fairness is con-
nected to the means of determining the
compensation amount. Some studies
found that procedural justice is more
strongly related to employee commit-

ment (Cohen Charash & Spector, 2001;
Colquitt et al., 2001). There are also
studies that found distributive justice
and affective commitment are positively
associated. Equity theory (Adams,
1965) suggests that when an employee
finds his effort-reward ratio is not just
aligned to others in the organization,
they are bound to change their behav-
ior and emotions attached to the orga-
nization,

H4. Distributive Justice is positively re-
lated to affective commitment.

Procedural Justice

Procedural Justice can be defined
as an individual’s perception of fairness
about formal governing procedures
prevalent in the organization. Proce-
dural justice is a better predictor of
employee commitment than distributive
justice in certain studies (Sweeney &
McFarlin, 1993). The reason behind
this finding is that there can be consid-
erable debate around what should be
the exact reward or outcome of job
performance. In this context, if em-
ployees find that the rules and proce-
dures governing the ‘unfair’ reward are
fair, it is more likely that they will value
it and reciprocate this valuable support
of the organization through a higher
level of commitment. Earlier meta-
analysis showed (Cohen Charash &
Spector, 2001; Colquitt et al., 2001)
procedural justice as an important pre-
dictor of employee commitment.

HS. Procedural Justice is positively re-
lated to affective commitment.

The Indian Journal of Industrial Relations, Vol. 57, No. 4, April 2022

589



Anita Sarkar

Interactional Justice

Interactional justice refers to the qual-
ity of interpersonal treatments offered
during certain organizational procedures.
It is much more connected to how hu-
manely management or decision-makers
treat the employees during certain pro-
cedural changes. Ideally, employees
should be treated with honesty, polite-
ness, and respect (Bies & Moag, 1986)
during a changed context. Previous stud-
ies (Farndale et al., 2011; Klendauer &
Deller, 2009; Swalhi et al., 2017) showed
that interactional justice influences affec-
tive commitment. The study by
Klendauer & Deller (2009) showed that,
amongst the three organizational justices,
the degree of association between inter-
actional justice and affective commitment
is greater.

‘ Amongst the three organizational
justices, the degree of association

between interactional justice and
affective commitment is greater.

H6. Interactional Justice is positively re-
lated to affective commitment.

Sample

The current survey was carried out
amongst middle level managers who have
seen a huge exodus of their colleagues
in the recent past. In the post downsizing
situation majority of these managers had
to take up expanded roles and responsi-
bilities. The ongoing pandemic has cre-
ated an additional pressure on these man-
agers. Total 213 data were collected, out

of which 190 were complete and used
for the final analysis. The average age
of the respondents was 36.30 years
(SD=10.08), with an average work ex-
perience of 12.52 years (SD=9.33). All
the employees held at least graduation
degrees. Total 87 female (45.8%) and
103 male (54.2%) managers participated
in the survey.

Measures

All the items were measured on a
five-point Likert scale ranging from
‘completely disagree’ to ‘completely
agree’.

Affective Commitment was measured
by using Allen and Meyer ‘s (1990) Af-
fective commitment scale. There were
total 8 items. Sample item includes: ‘I
would be very happy to spend the rest of
my career with this organization.’ 3-items
of the scale were properly reverse coded.
Perceived Organizational Support was
measured by 16 items of perceived orga-
nizational support scale of Eisenberger et
al. (1986). Sample item includes: My or-
ganization values my contribution to its
well-being’. Trust in top management was
measured by Mayer and Davis (1999)’s 6
items of trust in top management’s ability
scale. Sample item includes: Top man-
agement is known to be successful at the
things it tries to do’. Meaningful work was
measured by 4-items from meaning at
work scale developed by Ashmos and
Duchon (2000). Sample item includes ‘I
experience joy in my work’.

Distributive Justice was measured
using Niehoff & Moorman’s (1993)
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Table 2 Hierarchical Regression Results for Affective Commitment *

Variable Modell® Model 2°
Constant 2.448™" 0.331
(0.323) (0.293)
Gender 0.019 0.06
(0.105) (0.075)
Age 0.021 0.001
(0.013) (0.009)
Work Experience -0.003 0.007
(0.014) (0.01)
Perceived Organizational Support 0.256"
(0.101)
Trust in Top Management 0.140"
(0.065)
Meaningful work 0.318™
(0.071)
Distributive Justice 0.007
(0.071)
Procedural Justice 0.096
(0.071)
Interactional Justice -0.025
(0.086)
R? 0.066 0.559
Adj. R? 0.051 0.537
AR? 0.493"
N=190.

* Unstandardized regression coefficients are reported, with standard errors in parentheses

b Model 1 includes only the control variables and their effect on affective commitment.

°: Model 2 examines the effect of control variables and all the main factors (POS, trust in top man-
agement, meaningful work, distributive, procedural, and interactional justice) on affective commit-

ment.

Note: *p<.05, **p<.01, ***p<.001.

mitment. The effects of gender, age, and
work experience on affective commitment
are statistically not significant. Model 2
examines the effect of control variables
and all the main factors (POS, trust in top
management, meaningful work, distribu-
tive, procedural, and interactional justice)
on affective commitment. The addition of
main factors increases the variance ex-
plained (AR? = 0.493, p<.001). Hypoth-
esis 1 predicts that POS will be related to
affective commitment. The relationship is
positive and statistically significant (t=2.53,

p<0.05), offering support for H1. The re-
lationship between trust in top manage-
ment and affective commitment is posi-
tive and significant (t=2.14, p<.05), sup-
porting H2. The relationship between af-
fective commitment and meaningful work
is positive and significant (t=4.491,
p<.001), providing support for H3. Orga-
nizational justice (distributive, procedural,
and interactional) and affective commit-
ment were not significantly associated with
each other. Thus H4, H5 & H6 were not
supported.
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Discussion

The current study in the Indian 1T/
ITES sector showed that POS and trust
in top management are significantly as-
sociated with employee commitment,
even after a major downsizing move.
Earlier, a meta-analysis by Kurtessis et
al. (2017) found that POS was strongly
related to trust in top management. POS
in this analysis was also strongly associ-
ated with affective commitment. Despite
the downsizing move taken by the cur-
rent organization, the survivors in the
sector feel that the organization takes
adequate care of them and reciprocates
this with their commitment.

‘ POS and trust in top management
are significantly associated with

employee commitment, even after
a major downsizing move.

Most of the companies in this sector
in India are involved in routine jobs.
Sometimes this may create frustrations
(Rastogi et al. 2018). The present study
shows that meaningful work has the most
significant impact on the commitment
level of the survivors. Routine, monoto-
nous jobs can be made meaningful by
considering an individual’s interest level
and job sculpting or crafting the job to
meet the individual needs of employees.
Overall, giving employees flexibility and
control may make them feel more em-
powered and bring meaningfulness to the
job.

In many previous studies (e.g., Clay-
Warner et al., 2005), it was found that

both distributive and procedural justice
were associated with organizational com-
mitment of the survivors. However, we
did not find support for any organizational
justice to be connected to employees’
affective commitment in the current con-
text. This finding is quite surprising since
POS is generally significantly associated
with all the three organizational justice
and specifically with procedural justice
(Kurtessis et al., 2017). In this IT/ITES
sector, despite employees feeling that the
overall organization is supportive towards
them, organizational justice is not con-
nected to employee commitment. Is this
an Indian sector-specific phenomenon,
where surviving employees may have
considerable frustrations regarding orga-
nizational justice, yet overall they do not
consider the organization uncaring? Is it
that previous rounds of downsizing moves
have made the employees attuned to it,
which is why the POS still influences
employee commitment? Interestingly,
even though employees’ trust in top man-
agement (initiators of downsizing move)
is associated with employee commitment,
still implementation side of the downsizing
strategy (as somewhat reflected through
organizational justice) is not connected
to employee commitment. More qualita-
tive research needs to be carried out in
this sector for getting an answer to this
phenomenon.

Overall the current research has im-
portant policy implications for the survi-
vors of a downsizing move. To keep em-
ployees committed to the organization
particularly need to make the jobs mean-
ingful for the surviving employees. Trust
in top management’s ability also goes a
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long way for the survivors to be strongly
integrated into the organization. As a re-
sult, top management must communicate
their strategic intent clearly and trans-
parently through their actions, walk the
talk, and involve employees in the
organization’s strategic direction. Em-
ployees’ perception of organizational sup-
port and care is critical for ensuring a
committed employee base right after a
significant job loss and restructuring of
the workplace. Noer (1993) mentioned
the importance of healing the wound
when employees face anxiety, stress, and
isolation after downsizing. Specifically,
there is a need to empathize with the sur-
vivors to revive their confidence level.
To make employees feel that procedural
and distributive justice prevails, organi-
zations must ensure fair and transparent
policies before and after downsizing.
Leaders, employees, colleagues need to
put in place collective efforts to ensure
that employees are treated with dignity,
respect, politeness, and ensure interac-
tional justice.

The results of this study should be
assessed in the context of a few limita-
tions. Despite support for the hypotheses
that POS, trust in top management, and
meaningful work influence affective com-
mitment, the micro-processes through
which they influence commitment remain
unexamined. The cross-sectional nature
of the study is also another research limi-
tation. Interpretation of the results of this
study should also be made, keeping in
mind that the study was carried out only
in a particular organizational context, with
a limited sample. Given the rampant use
of downsizing moves across different

sectors, we believe more contextual fac-
tors need to be examined under different
country contexts to understand the dif-
ferent drivers of employee commitment
fully.
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