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Under continuous change, organizations often find themselves struggling with negative employee 
reactions such as stress, cynicism, and turnover. Social exchanges such as leader member exchange 
(LMX) and team member exchange (TMX) may play an important role in managing such change-related 
outcomes. The purpose of this paper is to develop a dependency model pertaining to the role of LMX and 
TMX in employee reactions to continuous change. Integrating human resources, organizational behavior, 
and change literatures, I develop a socio-centric mediation model of employees' emotional, intentional, 
and behavioral reactions to continuous change. Implications of the model for research and practice are 
discussed.  
 
INTRODUCTION 
 

Over the last few decades, the pace of organizational change has increased substantially owing to a 
number of factors such as consumer demand, globalization, cost pressures, and technological 
advancements (Huy, 2002; Longenecker, Neubert, & Fink, 2007). “Businesses are confronting continuous 
and unparalleled changes” (Madsen, Miller, & John, 2005, p. 213). Thus, change is no longer viewed as a 
sporadic activity, but as an essential, ongoing work place phenomenon that can seriously impact 
individual as well as organizational outcomes (Price, 2006; Vakola, Tsaousis, & Nikolaou, 2004). 
Therefore, it has become imperative for organizations to embrace continuous change in order to be 
successful (Madsen et al., 2005). Moreover, a firm’s ability to adapt to and implement continuous change 
has emerged as a unique competitive advantage in today’s dynamic business environment (Lines, 2005; 
Price, 2006; Todnem, 2005). Consequently, organizations are constantly under pressure to find ways to 
manage change effectively (Probst & Raisch, 2005). 

Organizational ecologists, however, have opined that all changes involve some destruction due to 
“structural inertia” resulting from internal and external constraints, structural transformation, and/or 
personnel replacement (Boeker, 1989). Thus, despite the consensus that the ability of organizations to 
manage change is critical to their survival (Carnall, 2003; Cummings & Worley, 2001) and that managing 
change must be a core competence (Dawson, 2003; Dunphy, Griffiths, & Benn, 2003), a majority of firms 
fail to develop this competency (Brodbeck, 2002; Burnes, 2005; Harung, Heaton, & Alexander, 1999). 
This is evident from the fact that about 70% of change efforts result in failures (Beer & Nohria, 2000), 
and very few change projects achieve the desired objectives (Burke, 2002; Probst & Raisch, 2005; Styhre, 
2002). Moreover, change has often been associated with maladaptive work patterns and negative 
outcomes (Bovey & Hede, 2001; Probst, 2003). For example, organizational change is often accompanied 
by employee resistance to change, stress, and feelings of denial, resulting in negative outcomes. 
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The knowledge that change can be difficult and disruptive has compelled researchers to not only 
examine the negative outcomes of change, but also the factors associated with these outcomes. Employees 
exhibit various types of negative reactions to change such as cognitive, affective, intentional, and 
behavioral (e.g., Bernerth, Armenakis, Feild, & Walker, 2007; Fedor, Caldwell, & Herold, 2006; Lines, 
2005; Oreg, 2006; Stanley, Meyer, & Topolnytsky, 2005; Smollan, 2014), which might be influenced by 
several macro- and micro-level antecedents (Oreg, 2006; Probst, 2003; Vakola et al., 2004). While some 
of these factors and outcomes have often been researched, others have remained neglected. For example, 
limited research exists on role of social exchange variables such as leader-member exchange (LMX) and 
team-member exchange (TMX) in employee outcomes under continuous change. Similarly, "although 
change is often emotional the affective elements of metaphors of change have been under-studied” 
(Smollan, 2014, p.794).  
 Thus, the purpose of this research is twofold. The first goal of this study is to propose an integrated 
view of different types of employee reactions to continuous change. “Employees today are facing greater 
changes, at a more rapid pace, than ever before” (Wanberg & Banas, 2000, p. 132). The psychological 
unpredictability associated with these changes, augmented by deficient change management efforts, has 
been known to induce several types of negative reactions among employees that may be broadly 
categorized as cognitive, affective, intentional, and behavioral (cf. Lines, 2005; Piderit, 2000; Smollan, 
2006). Drawing from the rational-emotive-behavior sequence of employees reactions to change (Bovey & 
Hede, 2001), I propose two levels of reactions to change. Affective reactions, i.e., stress, change-specific 
cynicism, and affective commitment, constitute the first-level outcomes, and intentional and behavioral 
reactions, i.e., turnover intentions and performance, comprise the second-level job outcomes. 
 The second objective of this paper is to draw upon the social information processing and conservation 
of resource perspectives to propose social exchange variables as important in influencing employee 
reactions to change. Previous studies have espoused that social support (Tierney, 1999) and social 
environment (Brown & Quarter, 1994) play critical roles in employees’ change behavior. Given that 
social exchanges such as LMX and TMX are essential elements of employees' social environment, these 
variables may influence employee reactions to change. Although previous studies have linked them to 
various employee outcomes (cf. Harris, Kacmar, & Witt, 2005; Liden, Wayne, & Sparrowe, 2000; 
Sherony & Green, 2002; Varma Srinivas, & Stroh, 2005), the role of LMX and TMX in employee 
reactions to continuous change has not been studied to our knowledge. 
 Thus, in this paper I propose a socio-centric mediation model of employee reactions to continuous 
change. Specifically, I posit that social exchanges at work (LMX and TMX) will impact employees' 
affective reactions to change (stress, change-specific cynicism, and affective commitment), which in turn, 
would impact their turnover intentions and performance. Figure 1 represents conceptual model proposed 
in this study.  
 
THEORETICAL BACKGROUND AND PROPOSITIONS 
 
Theories of Organizational Change 
Early Change Approaches 
 Traditionally, change has been portrayed as a discrete event comprising a sequence of unfreezing, 
moving, and freezing (Lewin, 1951). This “planned approach” to change, characterized by being group-
based, consensual, and slow, was criticized as being inflexible and inappropriate for situations requiring 
rapid change (Burnes, 2005). In the 1970s, the “incremental approach” viewed change as a process where 
different parts of the organization changed incrementally and separately, one at a time, such that the 
organization would be transformed over time (Hedberg, Nystrom, & Starbuck, 1976). In the 1980s, this 
approach gave way to the “punctuated equilibrium model” of organizational change which states that 
organizations evolve through relatively long periods of stability punctuated with short bursts of 
fundamental change (Romanelli & Tushman, 1994). 
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FIGURE 1 
CONCEPTUAL MODEL OF EMPLOYEE REACTIONS TO CONTINUOUS CHANGE 
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Note: Straight arrows represent relationships between predictor and criterion variables; 
dotted arrows represent possible correlation. 

 
 
Continuous Transformation Approach to Change 
 Another perspective to emerge in the 1980s was the continuous transformation model (Burnes, 2005). 
This model draws from complexity theories (cf. Manson, 2001; Resher, 1996; Stacey, 2003), increasingly 
used by researchers to understand and promote organizational change (Black, 2000; Boje, 2000; Stacey, 
Griffin, & Shaw, 2002). According to the continuous transformation model, an organization is considered 
analogous to a complex system in nature that needs to undergo continuous transformations to survive 
(Brown & Eisenhardt, 1997; Stacey, 2003). In fact, an organization’s ability to change continuously and 
fundamentally is deemed critical to its success (Brown & Eisenhardt, 1997; Burnes, 2005; Stacey, 2003).  

Researchers argue that this evolutionary approach to change might bring greater insights about the 
phenomenon (Higgs & Rowland, 2005; Sammut-Bonnici & Wensley, 2002). For example, the 
complexity approach to change has also been used to explain high failure rates of change initiatives. As 
per this approach, organizations are dynamic, complex, non- linear systems with a set of simple order-
generating rules (MacIntosh & MacLean, 1999; Stacey, 2003). Most change efforts, however, involve a 
linear, top-down change approach instead of the self-organizing approach required for a complex system, 
resulting in failures (Higgs & Rowland, 2005; Styhre, 2002). Change initiatives, then, should be built 
around the principles of self-organizing to be successful which assumes a critical role of individual-level 
human activities in outcomes (Kiel, 1994). In this study, we view organizations as complex, nonlinear 
entities, which undergo incessant changes and require a socio-centric perspective to managing change.  
 
Employee Reactions to Continuous Change 
 Organizational change has been known to induce several types of cognitive, affective, intentional, and 
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behavioral reactions among employees (cf. Lines, 2005; Piderit, 2000; Smollan, 2006). In this study, we 
propose that employee cognitions would influence their affective reactions to change such as stress, 
which in turn, would impact their intentions and performance.   
 
Affective Reactions 
 An inevitable aspect of change is affective or emotional responses (Basch & Fisher, 2000; Piderit, 
2000; Smollan, 2014). Affective events theory explains affective experiences at work as arising from work 
events, rather than job characteristics (Weiss & Cropanzano, 1996). Organizational changes could be such 
events that evoke emotional responses in employees. Researchers have advocated examining affective 
reactions during change since these can undermine the success of change initiatives (cf. Armenakis & 
Bedeian, 1999; Smollan, 2014). However, the affective domain has generally been neglected in change 
research (Mossholder, Settoon, & Henagan, 2000; Smollan, 2014). Given their critical role in 
organizational change and employee turnover (Bernerth et al., 2007; Oreg, 2006; Stanley et al., 2005), we 
included stress, change-related cynicism, and affective commitment as the primary reactions in this study. 
 Stress is defined as a coping mechanism adopted by the individual to meet the excessive 
psychological or physical demands (Greggory & Griffin, 2000). In this study, stress is defined as an 
unpleasant emotional and physiological state induced by negative work experiences, lack of perceived 
control, and uncertainty (Hart & Cooper, 2001). Stress is a major concern to managers as well as 
researchers since employees are experiencing increasing levels of stress due to changing work demands, 
job uncertainty, and work overload (Jex, 1998) resulting in problems such as reduced productivity and 
high turnover (e.g., Netemeyer, Burton, & Johnston, 1995). 
 Organizational change induces stress when an individual lacks adequate resources to cope with new 
work requirements (Lazarus, 1993). Schabracq and Cooper (1998) noted that individuals experience stress 
during change as their situated skills, i.e., skills acquired as a result of developing general automatic 
responses to repetitive work requirements, become invalid. During change, individuals have to acquire 
new skills as well as cope with uncertainty, which generally leads to stress. 
 Affective commitment refers to the “emotional bond of employees to their organizations” (Rhoades, 
Eisenberger, & Armeli, 2001). Affective commitment is one of the strongest predictors of organizational 
outcomes (Wasti, 2003). It has also been associated with organizational change perceptions (Jing, Xie, & 
Ning, 2014). As a result, researchers have suggested that commitment should be one of the criterion 
variables in change-related studies. For example, Armenakis et al. (1999) included commitment as an 
important factor in their process model of change. Commitment to organizational change was also a key 
variable in Jing et al.'s (2014) work. However, in spite of its importance, affective commitment has 
seldom been included in models of change outcomes (cf. Herscovitch & Meyer, 2002). 
 Change-related cynicism is an employee’s “disbelief of management’s stated or implied motives for (a 
specific) organizational change” (Stanley et al., 2005: 436). Previous research has affirmed that change 
might lead to employee cynicism (cf. Armenakis & Bedeian, 1999) and that change efforts would most 
likely fail if employees do not trust management’s change motives (Reichers, Wanous, & Austin, 1997). 
Thus, change-specific cynicism appears to be an important variable to be examined in context of 
continuous change (Stanley et al., 2005). Previous research has rarely examined this construct in the 
context of change.  
 
Intentional and Behavioral Reactions  
 A review of existing literature reveals that employee turnover intentions are often the outcomes of 
organizational change (Oreg, 2006; Rafferty & Griffin, 2006; Stensaker, Meyer, Falkenberg, & Haueng, 
2002). Turnover intention refers to an individual’s desire to leave an organization. Past studies have often 
linked turnover intentions to actual turnover (e.g., Hom, Caranikas-Walker, Prussia, & Griffeth, 1992) 
implying that employees might cope with change by harboring intentions to leave and by subsequently 
exiting the organization. These research findings are corroborated by the high employee turnover rates 
prevalent in a majority of organizations operating under a dynamic business environment (Peterson, 2006; 
Townsend, 2006). Voluntary turnover costs U.S. organizations billions of dollars annually (Rosch, 2001) 
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along with the loss of valued knowledge resources (Holtom, Mitchell, Lee, & Inderrieden, 2005; Steel, 
Griffeth, & Hom, 2002). Given the criticality of employee retention to organizational functioning (Allen, 
Weeks, & Moffitt, 2005; Griffeth & Hom, 2001; Holtom et al., 2005; Steel et al., 2002), turnover 
intention was chosen as a second-level outcome. 
 Another change outcome critical to organizational effectiveness is an employee’s performance on 
such measures as product or service quality, time taken to finish the task, and so on. Under conditions of 
continuous change, performance may be impacted due to a number of factors such as stress, ambiguous 
work expectations, and cynicism. Although a few previous studies have shown change to have a negative 
impact on employee performance (Oreg, Leder, & Castro, 2006), models of responses to change having 
performance as an outcome variable are almost non-existent. Therefore, we included performance as the 
secondary behavioral outcomes.   
 
Social Exchange and Employee Reactions to Continuous Change  
 Several theories have been forwarded in the organizational change literature to emphasize the role of 
social exchange. For example, according to the social information-processing perspective, in the absence 
of a single interpretation of change events due to the inherent complexity and ambiguity (Isabella, 1990) 
employees’ change perceptions are likely to be influenced by their peers, subordinates, and superiors (cf. 
Lines, 2005; Rice & Aydin, 1991). Thus, when employees face continuous change, their perceptions, and 
subsequent reactions, to change may be shaped by their social exchanges with the supervisor and 
subordinates.  
 Similarly, conservation of resources (COR) theory (Hobfoll & Freedy, 1993) emphasizes the role of 
peer and supervisor support as valued social resources in stress, turnover intentions, and low commitment 
(Halbesleben, 2006). The COR theory posits that negative behavioral and attitudinal outcomes occur 
when there is an actual or perceived loss of valued resources, insufficiency to meet work demands, or less 
than expected returns (Lee & Ashforth, 1996). A key resource is social support which is put under strain 
by work pressures, unpredictability, and stressful events such as change (cf. Lee & Ashforth, 1996; 
Wright & Cropanzano, 1998).  
 Empirical research also attests to the role of social factors in change-related outcomes (e.g., Lines, 
2005; Neves, 2009). For example, in a study on causes and consequences of managerial failure in rapidly 
changing organizations, Longenecker et al. (2007) identified “poor work relationships” with a superior 
and colleagues as the second most important reason for failure. Also, the relational perspective forwarded 
by Mossholder et al. (2005) identified relational reciprocity, mutual obligation, and connectedness with 
leader and members as important factors in turnover and other withdrawal behaviors. Thus, given these 
studies, it is likely that LMX and TMX would be significant in employee reactions to continuous change.  
 
Leader-Member Exchange (LMX) 
 LMX theory posits that leaders develop differential relationships with their subordinates through 
reciprocal exchanges involving role expectations, rewards, and resources over time, resulting in dyadic 
relationships of varying quality (Graen & Uhl-Bien, 1995). The quality of LMX has been linked to a 
number of organizational outcomes including commitment, stress, performance, and turnover intentions 
(e.g., Biron & Boon, 2013; Griffeth & Hom, 2001; Wang et al., 2005). For example, in a study involving 
healthcare employees, Biron and Boon (2013) reported a significant relationship between employees' 
exchange relationships with their supervisor and co‐workers and their performance and turnover 
intentions. Similarly, Harris et al. (2005) suggested that low LMX would increase turnover intentions due 
to its negative impact on employees’ feelings and cognitions. The new “Leadership‐Motivated Excellence 
Theory” (LMX-T) forwarded by Graen and Schiemann (2013) also elucidates the important role of leader 
and team member exchange in managing (and retaining) the millennial generation. Additionally, in high 
LMX situations, employees may be more informed and aware of organizational events such as change 
(Graen, 1989) and may perceive the climate as change-conducive (Kozlowski & Doherty, 1989), which 
might reduce employee cynicism and intentions to quit during change. Given these associations, it is 
likely that LMX would positively influence employees’ reactions to change. 
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Proposition 1: LMX has a negative relationship with stress and change-specific cynicism, 
and positive relationship with affective commitment under continuous change conditions. 
 
Proposition 2: LMX has a negative relationship with turnover intentions and a positive 
relationship with performance under continuous change conditions. 

 
Team-Member Exchange (TMX) 
 TMX is similar to LMX in that it is also based on the notions of exchange, reciprocity, and each 
party’s contribution in terms of resources (Seers, 1989). However, TMX is not dyadic but rests on the 
premise that individuals aggregate their role-specific reciprocal exchanges across members of the group, 
reinforcing their own role identities as well as the group’s identity as a team in the process (cf. Seers, 
1989). A high quality TMX is characterized by mutual cooperation, collaboration, and higher social 
rewards, whereas a low quality TMX is signified by less effort, cooperation, and rewards. 
 Previous studies have linked TMX to several work outcomes including job satisfaction, performance 
(Seers, 1989), work attitudes (Seers et al., 1995), and organizational commitment (Liden et al., 2000). 
TMX might play an analogous, important role in change-related outcomes as well. Support from peers 
has been identified as an important resource under COR theory to deal with stress and negative emotions 
triggered by change. Jones and George (1998) indicated that individuals who enjoy high quality 
relationships with their team members exhibit more involvement, risk-taking, and extra-role behaviors at 
work. Members of such teams also engage in open communication, free information exchange and 
feedback, and reciprocal helping behaviors (Jones & George, 1998; Seers, 1989). These behaviors might 
significantly influence outcomes such as commitment, cynicism, and turnover intentions in a change 
context.  
 Moreover, high levels of mutual trust and support enjoyed by the team members in a high TMX 
situation, and positive perceptions of change climate might help them cope with change (Tierney, 1999) 
and weaken their intentions to leave the organization. This situation, described as embedding, protects 
individuals against shocks (e.g., change) that result in turnover decisions (Mitchell & Lee, 2001) and low 
affective commitment (Burt, 2001). Thus, I propose: 

 
Proposition 3: TMX has a negative relationship with stress and change-specific cynicism, 
and a positive relationship with affective commitment under continuous change 
conditions. 
 
Proposition 4: TMX has a negative relationship with turnover intentions and a positive 
relationship with performance under continuous change conditions. 

 
Relationship Between Affective, Intentional, and Behavioral Reactions  
 Bovey and Hede (2001) found that individuals‟ intentions to resist change were influenced by their 
emotions that, in turn, were influenced by their perceptions and cognitions about a change. Thus, it can be 
argued that employees' intentions to quit and their performance, would be a result of their affective 
reactions to change-related perceptions.  
 
Relationship of Stress with Turnover Intentions and Performance 
 Parker and DeCotiis (1983) conceptualized job stress as a first level outcome that might cause 
second-level outcomes such as avoidance behavior, low productivity, and dissatisfaction if it persists over 
a long time. Supporting the notion of stress as an antecedent to other negative outcomes, Schaubroeck and 
Ganster (1993) noted that chronic stress could diminish an individual’s ability to adapt to challenging 
situations and to perform on challenging tasks, thereby reducing productivity.  Prolonged stress may also 
result in information overload, which creates cognitive fatigue and energy drain affecting task 
performance negatively (Cohen, 1980). Work-related stress is also related to burnout, which impacts 
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turnover intentions, turnover (e.g., Lee & Ashforth, 1996), and job performance (Halbesleben & Buckley, 
2004). 

 
Proposition 5: Stress has a positive relationship with turnover intentions and a negative 
relationship with performance. 

 
Relationship of Affective Commitment with Turnover Intentions and Performance 
 Affective commitment is an antecedent to several individual and organizational outcomes including 
turnover and performance (Griffeth, Hom, & Gaertner, 2000; Meyer, Stanley, Herscovitch, & 
Topolnytsky, 2002). It has been a consistent predictor of employee turnover intentions and is included in 
most turnover model (Bentein, Vandenberg, Vandenberghe, & Stinglhamber, 2005; Griffeth et al., 2000; 
Neves, 2009). Meyer et al. (2002) reported a strong negative correlation between affective commitment 
and withdrawal intentions. Wasti (2003) found that affective commitment predicted turnover intentions 
irrespective of employees’ cultural values. It is also a key variable in change-related studies (Bernerth et 
al., 2007). Thus, I propose:  

 
Proposition 6: Affective commitment has a negative relationship with turnover intentions 
and a positive relationship with performance. 

 
Relationship of Change-Specific Cynicism with Turnover Intentions and Performance 
 Employee cynicism refers to a negative attitude toward the organization accompanied by negative 
emotions, mistrust, and deviant behavior (Dean et al., 1998). Cynicism is a key variable in organizational 
change research (Bernerth et al., 2007), proposed as an important antecedent to employees’ resistance to 
change (e.g., Abraham, 2000; Wanous, Reichers, & Austin, 2000). Stanley et al. (2005) differentiated 
between general and change-specific cynicism and emphasized the importance of latter in employees’ 
resistance to change. The authors showed that change-specific cynicism correlated more strongly with 
change resistance than general cynicism. 
 Thus, given the importance of individual reactions to organizational change (e.g., Wanberg & Banas, 
2000) and the demonstrated role of change-specific cynicism in intentions to resist change (Stanley et al., 
2005), it might be argued that change-specific cynicism is significant in change-related outcomes. 
Employees with high change-specific cynicism would likely harbor negative attitudes toward 
management, expend energies in resisting change, and experience negative emotions, thereby decreasing 
productivity and increasing intentions to leave. 

 
Proposition 7: Change-specific cynicism has a positive relationship with turnover 
intentions and a negative relationship with performance. 

 
Mediated Model of Employee Reactions to Continuous Change 
 Previous researchers have found support for the notion that human processes occur in a rational-
emotive-behavior sequence (e.g., Bovey & Hede, 2001). In his conceptual work, Smollan (2006) 
proposed similarly that organizational change would initially lead to cognitive responses, which, in turn, 
would trigger affective responses. The affective responses, along with the evaluation of potential 
behavioral responses, would result in the final behavioral outcomes. Thus, individual perceptions about 
social exchanges during change would elicit certain affective reactions that, in turn, would influence 
turnover intentions and performance. 
 Support for the mediating role of affect in change outcomes can be found in the literature related to 
stress and affective commitment. Stress has often been viewed as a first-level affective outcome that 
mediates the relationship between several antecedents and behavioral consequences (Parker & DeCotiis, 
1983). Similarly, employees' change-specific cynicism and affective commitment would likely get 
influenced by the quality of LMX and TMX, and would in turn, have an impact on their turnover 
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intentions and performance. However, a partial mediation is proposed since the social exchange may also 
have a direct impact on the outcomes.   

 
Proposition 8: Affective outcomes (stress, affective commitment, change-specific 
cynicism) partially mediate the relationship between social exchange (LMX and TMX) 
and job-related outcomes (turnover intentions and performance). 
 

Thus, in this study, I propose a social-exchange based, dependency model of employee 
outcomes under change. Drawing from current literature and theory, specific propositions related 
to the role of LMX and TMX in employees reactions to change are posited. The interrelationships 
among different levels of change outcomes are also hypothesized. Table 1 lists the constructs in 
the model, along with their definition, theoretical orientations, and rationale for inclusion in the 
model. 

 
IMPLICATIONS FOR RESEARCH AND PRACTICE 
 
 In this paper, I integrate the social-information processing perspective, the affective events theory, 
and the rational-emotive-behavior sequence perspective to present a model of employee reactions to 
constant change. This is an initial attempt and theoretical inputs of future researchers is needed. For 
example, the model can be refined further to include team- and organization-level outcomes and other 
antecedents too. Additionally, in investigating the micro-level factors determining change outcomes in 
organizations, this study highlights not only the social-psychological underpinnings of change outcomes, 
but also the role of emotions.  Emotional reactions to continuous change have not been examined 
frequently, and thus, the conceptual framework hopes to attract the attention of researchers to this 
overlooked area.  

The proposed mediation model also needs to be tested empirically, and validated, to understand the 
role of social exchanges under change conditions. Testing the model can also explain the relationships 
among primary and secondary reactions to change. Thus, this study provides impetus for future research 
in the areas of continuous change, social exchanges, and human resource management. Researchers can 
apply both qualitative and quantitative methodologies to test the model. A case based exploratory study 
can be conducted initially to refine the model, followed by survey data to validate the model. Established 
scales pertaining to all the variables in the model are available that can be used for data collection.   
 From a practitioner’s perspective, this study is important since employee turnover is a major problem 
that typically results in organizations’ incurring huge personnel costs (Barrick & Zimmerman, 2005). 
Issue of turnover is especially grave in industries plagued by continuous change. The business process 
outsourcing (BPO) industry is one such example. According to Ranganathan and Kuruvilla (2008), "The 
continued growth of the BPO sector is contingent on it overcoming its biggest human resources problem 
(i.e., high turnover, which is posing a serious threat to growth and profitability in this sector). Average 
turnover rates in the industry range from 25-40% (NASSCOM, 2005), imposing a significant cost on 
firms as they attempt to replace 40% of their employees per year in a very competitive labor market." 
Apart from these obvious economic consequences, high turnover also upsets the social-psychological 
equilibrium of the firm, resulting in intangible costs in terms of impaired relationships and increased 
stress and instability (Allen et al., 2005). For example, when employees leave a company, it can impact 
the morale of other employees in the company. Such consequences might be especially marked in team-
based organizations where employees work in close proximity with each other.  

Current study is an effort to help managers understand the relational and emotional dynamics of 
employees’ intentions and behavior and enable them to design interventions for more effective change 
management. The study also highlights how social exchanges may be useful in managing employees’ 
emotions and attitudes during change. By designing effective teams and training team leaders in social 
skills, a firm may be able to create a positive and stress-free work environment, even under conditions of 
unpredictability of constant change. 
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TABLE 1 
A SUMMARY OF CONSTRUCTS, RELATED THEORETICAL ORIENTATIONS AND 

RELEVANCE FOR THE MODEL 
 

Construct Definition Theoretical 
Orientation 

Relevance  

Leader 
Member 
Exchange  
(LMX) 

Leaders develop differential 
relationships with their subordinates 
through reciprocal exchanges 
involving role expectations, rewards, 
and resources over time, resulting in 
dyadic relationships of varying 
quality (Graen & Uhl-Bien, 1995).  

Social 
information 
processing theory 
(Isabella, 1990) 
 
 
 
 
Conservation of 
resources theory 
(Hobfoll & 
Freedy, 1993) 

The quality of LMX has been 
linked to a number of 
organizational outcomes 
including performance, 
commitment, satisfaction, stress, 
and higher turnover intentions 
(Gerstner et al., 1997; Griffeth et 
al., 2001; Wang et al., 2005). 

Team 
Member 
Exchange  
(TMX) 
 

Individuals aggregate their role-
specific reciprocal exchanges across 
members of the group, reinforcing 
their own role identities as well as 
the group’s identity as a team in the 
process (Seers, 1989).  

TMX is associated with several 
work outcomes including job 
satisfaction, performance work 
attitudes, efficiency, and 
commitment (Liden et al., 2000; 
Seers et al., 1995).  

Stress Stress is defined as an unpleasant 
emotional and physiological state 
induced by negative work 
experiences, lack of perceived 
control, and uncertainty (Hart & 
Cooper, 2001). 

 
 
 
Affective events 
theory (Weiss & 
Cropanzano, 
1996) 
 
 
 
 
 
Rational-
emotive-behavior 
sequence (Bovey 
& Hede, 2001) 

Stress has been linked to 
diminished ability to adapt to 
challenging situations, cognitive 
fatigue, and low performance 
(Schaubroeck & Ganster, 1993).   

Change-
Specific 
Cynicism 

Employee cynicism refers to a 
negative attitude toward the 
organization accompanied by 
negative emotions, mistrust, and 
deviant behavior (Dean et al., 1998).  

Cynicism has been proposed as 
an important antecedent to 
employees’ resistance to change 
(Abraham, 2000; Wanous et al., 
2000).  

Affective 
Commitment 

Affective commitment refers to the 
“emotional bond of employees to 
their organizations” (Rhoades et al., 
2001). 

Affective commitment is an 
antecedent to several individual 
and firm level outcomes 
including turnover and 
performance (Griffeth et al., 
2000; Meyer et al., 2002). 

Turnover 
Intentions 

Turnover intention refers to an 
individual’s desire to leave an 
organization.  

Employee turnover intentions 
are often the outcomes of 
organizational change (Oreg, 
2006; Rafferty & Griffin, 2006). 

Job 
Performance 

Job performance refers to 
quantitative or qualitative outcomes 
such as service quality, time taken to 
finish the task, and number of units 
produced, and so on. 

Studies have shown change to 
have a negative impact on 
employee performance (Oreg et 
al., 2006) 
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