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Introduction

he focus on ethical behavior in

organizations has dramatically

Abstract

The purpose of this study is to examine the consequences
of top management support for ethical behavior. The
model tested suggests that top management support for
ethical behavior affects organizational commitment by
influencing procedural justice, which in turn prompts
employees to reciprocate with organizational commit-
ment. Furthermore, the model suggests, based on the
study of Viswevaran (1998), that top management sup-
port for ethical behavior affects job satisfaction. Results
suggesi that top management support for ethical behavior
is an antecedent of procedural justice, which in turn Sfully
mediates its relationship to organizational commiiment.
Results also support the notion that top management
support for ethical behavior is an antecedent of job
satisfaction.

studies have focused on identifying
individual and organizational deter-

minates of ethical behavior in organi-

increased throughout the field of man-
agement over the past decade (Loe ef
al.,, 2000). Many empirical studies
have investigated the factors affecting
moral judgment and ethical behavior
in organizations. The bulk of these
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zations. The effects of the following
individual factors on ethical behavior
has been examined: cognitive and
moral development (Goolsby and

Hunt, 1992), moral philosophy
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(Akaah, 1997; Verbeke et al., 1996),
gender (Brady & Weeler, 1996, Gab-
raith and Stephenson, 1993), educa-
tion and work experience (Kohut and
Corriher, 1994), nationality (Zabid
and Alsagoff, 1993), intent and moral
intensity (Robin et al., 1996).

Empirical studies that have at-
tempted to identify organizational de-
terminates of ethical behavior
addressed the following variables: op-
portunity (Wahn, 1993), codes of ethics
(Bruce, 1994), rewards and sanctions
(Akaah, 1997); culture and climate
(Jones and Hiltebeitel, 1995); signifi-
cant others (Souter et al., 1994). Re-
view of the empirical literature clearly
shows the lack of attention given to the
study of consequences of ethical beha-
vior in organizations (Loe et al., 2000).

The purpose of the present study
is, first, to test the effect of top man-
agement stance on ethics on organiza-
tional commitment, by examining the
mediating role played by procedural
justice in linking top management
stance on ethics and organizational
commitment. Despite its importance,
no published research, to the best of
the author s knowledge, has tested the
effect of top management s stance on
ethics on organizational commitment.
The question of why and in what way
top management stance on ethics is
related to organizational commitment
needs to be addressed.

Second, this study attempts to in-
vestigate the effect of top management
stance on ethics on job satisfaction.
Few studies have examined the rela-
tionship between top management
adherence to ethical behavior and
job satisfaction (Viswevaran et al.,
1998; Vitell & Davis, 1990). The re-
sults of these studies were contradic-
tory. In their study of American
managers, Vitell and Davis (1990)
found that top management taking a
strong stance against unethical beha-
vior can influence job satisfactionin a
positive way. However, Viswevaran et
al. (1998), using a sample of Indian
managers, did not find significant
correlations between perceived sup-
port of top management for ethical
behavior and the job satisfaction of
employees. They attributed the con-
tradiction between their results and
the results of Vitell and Davis (1990)
to differences in cultural values be-
tween American and Indian man-
agers. Moreover, argued that Indian
managers, being from a high power
distance society, accepted the ethical
decisions of top managers more pas-
sively than American managers.

Consequently, Viswevaran and his
colleagues called for more future re-
search to test the relationship between
top management support for ethical
behavior and job satisfaction. Using a
sample of Kuwaiti managers and em-
ployees, this paper attempts to shed
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more light on the relationship between
top management adherence to ethics
and job satisfaction.

Furthermore, by examining top
management stance on ethics as a
determinate of job satisfaction and
organizational commitment, this
study provides practioners with valu-
able information on their quest to
increase the efficiency and effective-
ness of their organizations. Studies
show that employees Job satisfaction
is positively related to organizational
effectiveness (Ostroff, 1992; Ryan et
al., 1996). Studies also show that, in
general, there is a negative relation-
ship between job satisfaction and both
turnover and absenteeism (Hackett,
1988; Steel and Rentsch, 1995). As
with job satisfaction, the research
evidence demonstrates negative rela-
tionships between organizational
commitment and both turnover and
absenteeism (Angle and Perry, 1983;
Pierce and Dunham, 1987)

Top Management Stance on
Ethics, Procedural Justice and
Organizational Commitment

To support the notion that proce-
dural justice mediates the relationship
between top management support for
ethical behavior and organizational
commitment, one must first establish
that top management support for
ethical behavior is an antecedent of

procedural justice. The fairness heur-
istic concept (Lind and Tyler, 1988;
Tyler and Lind, 1992) provides sup-
port for top management stance on
ethics as an antecedent of perceived
procedural justice. Lind and Tyler
point out that people often use the
apparent fairness of the authority as
anindicator of whether the authorities
decisions are likely to be legitimate.
Accordingly, if top management ap-
pears to be supporting ethical beha-
vior, employees assume that the
directives of top management are just;
but if top management appears be
unsupportive of ethical behavior, its
directives will be questioned by em-
ployees. Therefore, fairness heuristic
serves as a decision-making tool that
replaces a full exploration of the im-
plications and possible motives of
each directive of top management
(Tyler and Lind, 1992). According to
Lind (1992), people use fairness heur-
istic to form perceptions of fairness
when dealing with ambiguous stimuli.
Fairness heuristic assumes that per-
ceptions of fairness in one area will
influence perceptions of fairness in
another area. The perceived top man-
agement stance on ethics will influence
the perceptions of procedural justice
(Thibut and Walker, 1975).

Further evidence to support top
management stance on ethics as an
antecedent of procedural justice can
be found in the organizational justice
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literature. For instance, Bies (1986)
asked MBA students to list the criteria
they would use to evaluate the fairness
of corporate recruiting procedures. It
was found that honesty, courtesy, and
respect of rights were among the cri-
teria that students use to evaluate the
fairness of corporate recruiting proce-
dures. In a follow up study, Bies (1986)
asked another group of MBA students
to describe instances of fair and unfair
treatment they received during the
course of employment interview. Con-
sistent with the first study, the same
four elements were again reported.

Similar factors were identified in
Tyler s (1988) study on citizens reac-
tions to their dealings with the police
and the courts. This survey study found
that perceptions of honesty and ethical
appropriateness were perceived as
being among the most important de-
terminates of the fairness of the treat-
ment they received. These findings were
confirmed by Lewicki s (1989) study of
MBA students assessments of the fair-
ness of their treatment by instructors.
Our discussion to this point leads us to
the following hypothesis:

First Hypothesis

Top management support for ethical
behavior Will have a positive effect on
procedural justice.

To explain why top management
support for ethical behavior may affect
organizational commitment through

procedural justice we invoke the social
exchange theory (Blau, 1964). Social
exchange refers to the relationships
that entail unspecified future obliga-
tions. Social exchange relationships are
based on individuals trusting that the
other parties to the exchange will fairly
discharge their obligations in the long
run. According to this theory, people
seek to reciprocate those who benefit
them, given certain conditions. To the
extent that their psychological attach-
ment or commitment to an organiza-
tion is based on receiving something of
perceived value, such as procedural
justice, people may seek to reciprocate
that benefit (e.g., O Reilly and Chat-
man, 1986). Therefore, top manage-
ment support for ethical behavior may
be related to organizational commit-
ment because perceptions of top man-
agement support of ethical behavior
affect an employee s general perception
that an organization is fair to him or
her, and this perception of fairness may
prompt the employee to reciprocate
with increased organizational commit-
ment.

In order to determine whether
procedural justice mediates the rela-
tionship between top management
support for ethical behavior and or-
ganizational commitment, the follow-
ing hypothesis will be tested:

Second Hypothesis.

Procedural justice will mediate the
relationship between top management
support for ethical behavior and orga-
nizational commitment
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Top Management Stance on
Ethics and Job Satisfaction

Job satisfaction is another possible
consequence of top management sup-
port for ethical behavior. Using a
sample of management information
system professionals, Vitel and Davis
(1990} examined the relationship be-
tween unethical behavior in one s or-
ganization and the following
dimensions of job satisfaction: satis-
faction with pay, satisfaction with
promotions, satisfaction with co-
worker, satisfaction with supervision,
and satisfaction with the work itself.
Their findings showed that all dimen-
sions of job satisfaction were nega-
tively correlated with perceptions of
unethical behavior within one s com-
pany, although only supervisor, co-
worker, and satisfaction with work
itself showed significant correlations.

Using cognitive dissonance theory
(Festinger, 1957), Viswevaran ef al.
(1998) provided an explanation for the
possible affect of top management
support for ethical behavior on job
satisfaction. Cognitive dissonance re-
fers to incompatibility that an indivi-
dual might perceive between two or
more of his or her attitudes, or be-
tween his or her behavior and atti-
tudes. According to cognitive
dissonance theory, form of inconsis-
tency is uncomfortable and that in-
dividuals will attempt to reduce the
dissonance and, hence, the discom-
fort. Viswevaran et al. (1998) argued
that since most individuals strive to be

ethical and successful, a positive rela-
tionship between the individual and
perceptions of success and perceptions
of support for ethical behavior. To the
extent that top management reflects
success to employees, a dissonance
will occur if there was a perception
that top managers in an organization
do not support ethical behavior. This
dissonance will lead to dissatisfaction
with current conditions in the work-
place. Viswevaran et al. continued to
argue that since top management is
likely to serve as referent group in
most organizations, the discrepancy
between internal standards of ethics
and perceived top management sup-
port for ethical behavior maylead toa
moral conflict (Dozier and Miceli,
1985) which will result in cognitive
dissonance. Cognitive dissonance, in
turn, will negatively affect various
facets of job satisfaction. This predic-
tion leads to the following hypotheses

Third Hypothesis.

Top management support for ethical
behavior will have a positive effect on
job satisfaction with pay.

Fourth Hypothesis.

Top management support for ethical
behavior will have a positive effect on
job satisfaction with supervision.

Fifth Hypothesis.

Top management support for ethical
behavior will have a positive effect on
job satisfaction with promotions.
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Sixth Hypothesis.

Top management support for ethical
behavior will have a positive effect on
Jjob satisfaction with work.

Seventh Hypothesis.

Top management support for ethical
behavior will have a positive effect on
job satisfaction with co-worker.

Methods

Sample

A simple random sampling techni-
que was employed to gather data from
employees in three organizations lo-
cated in the state of Kuwait: two pri-

vately owned financial services
organizations and a government
owned service oriented organization.
Six hundred selected employees from
the three organizations were surveyed
and 90% of them responded. The final
sample (N = 483) represented approxi-
mately 30% of the total number of
employees in each organization. Forty
seven percent of the respondents were
females. The mode age of the respon-
dents was between 30 and 40 years, and
their mode tenure was between 5 and
10 years. Thirty three percent of the
respondents held a supervisory posi-
tion (See Table 1 for details).

Table 1
Characteristics of the Sample (N = 483)
Frequency Percent
Gender: Male 254 52.6
Female 229 47.4
Nationa]ity; Kuwaiti 359 74.3
Non-Kuwaiti 124 25.7
Tenure (yrs) Less than 5 126 26.1
5to 10 248 51.3
11to 15 65 13.5
more than 15 44 9.1
Salary {tK.D.) Less than 450 67 13.6
450 to 750 240 49.7
751 to 1050 122 253
more than 1050 54 11.2
Age (yrs) Less than 30 133 27.5
30to 40 249 51.6
41 to 50 91 18.8
more than 50 10 2.1
Position: Supervisory 161 333
Non-Supervisory 2 66.7
Organization; Public 223 46.2
Private

260 53.8

274




Ali H. Muhammad

To ensure respondents objectivity,
the surveys were anonymous. Subjects
were promised to keep their personal
information confidential. A random
code was assigned to each survey
questionnaire for follow-up purposes.
Subjects were promised that the sur-
vey list and numbers would be de-

stroyed after completion of the study. -

Since most of the respondents did
not have a good command of English,
the questionnaire was administered in
English and in Arabic. In order to
check consistency between the English
and Arabic versions of the question-
naire, the process of back-translation
was used. The back-translated ques-
tionnaire was found to be consistent
with the original one. The English
version of the items used in the ques-
tionnaire is shown in Table 3, and the
Arabic version of the items is shown in
Appendix 1.

Measures

Presented in Figure 1 are the re-
search variables which include the
following: top management support
for ethical behavior, procedural jus-
tice, organizational commitment, job
satisfaction with pay, job satisfaction
with promotions, job satisfaction with
supervisors, job satisfaction with
work itself, and job satisfaction with
co-worker. The methods that are used
to measure each of these variables are
as follows:

Top Management Support for
Ethical Behavior

This variable was measured using a
three-item scale that was originally
developed and tested by Hunt, Chon-
ko, and Wilcox (1984) (Items 1-3 in
Table 3). The scale was further vali-
dated by subsequent studies (Vitel and
Davis, 1990; Viswevaran, Deshpande,

Figure 1
Research Model
Procedural Organizational
Justice Commitment

Top Mgmt Support for
Ethical Behavior

Job Satisfaction with:
Pay

Promotion
Supervisor

Work

Co-Worker
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and Joseph 1998). One of the scale
items (item # 3) provides a standard
definition of ethical (unethical) beha-
vior in the organizational context.
This scale item is expected to provide
a common framework for organiza-
tional ethical behavior to all the re-
spondents to the questionnaire. Those
scoring high on this scale perceive that
top management strongly supports
ethical behavior, and those who score
low perceive that top management
does not support ethical behavior.
To assess the reliability of this scale,
the Cronbach coefficient alpha relia-
bility analysis was performed. Results
indicate that the scale has an alpha
coefficient of .83.

Procedural Justice

A four-item scale developed by D.
McFarlin and P. Sweeney (1992) was
used to measure procedural justice
(items 31-34 in Table 3). Respondents
indicated the extent to which the gen-
eral procedures used to communicate
performance feedback, determine pay
increases, evaluate performance and
promotability was fair. The Cronbach
coeflicient alpha for this four-item
scale was .91,

Organizational Commitment

This variable was measured using a
seven item scale developed by A. Katab
(1988), which was based on the work of
Modway, Kendal, and Hunt (1979)
(items 4-10 in Table 3). Respondents
indicated the extent to which they iden-

tify with their organization, and their
desire to exert higher levels of effort and
continue working for the organization.
The Cronbach coefficient alpha for this
seven-item scale was .90,

Job Satisfaction

The Managerial Job Satisfaction
Questionnaire developed by Cellucci
and DeVries (1987) and later abbre-
viated by Vitell and Davis (1990), was
used to measure five different dimen-
sions of job satisfaction. The five dimen-
sions of job satisfaction were measured
using four separate items per dimension
as follows: (1) job satisfaction with pay
(items 11-14in Table 3), (2) job satisfac-
tion with promotions (items 15-18, (3)
job satisfaction with supervisors (items
19-22), (4) job satisfaction with work
itself (items 23-26), and (5) job satisfac-
tion with co-workers items (27-30). The
Cronbach coefficient alpha for each
dimension are as follows: (1) job satis-
faction with pay .84, (2) job satisfaction
with promotions .83, (3) job satisfaction
with supervisors .85, (4) job satisfaction
with work .83, and (5) job satisfaction
with co-workers .85.

Analysis and Results

Descriptive statistics, reliability
tests, rotated factor analysis, multiple
response (est, non-parametric tests,
correlation analysis, and regression
analysis were used to analyze the data
in this study. The range of possible
values, means, and standard devia-
tions of the variables analyzed in this
paper are reported in Table 1.
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Table 2
Descriptive Statistics (N =483)
Variable Min. Max Mean Std. Deviation

Top Management Support 3 15 8.62 3.50
Procedural Justice 4 20 11.66 4.65
Organizational Commitment 7 35 20.08 7.23
Job Satisfaction with

Pay 4 20 11.53 392

Promotion 4 20 11.51 3.62

Supervisor 4 20 11.98 4.05

Work 4 20 12.49 4.13

Co-Worker 4 20 12.33 3.84

All variables have been screened
using factor analysis to assess the
amount of variations explained by
each factor. Hence, factor scores were
computed and stored to be used in
subsequent analysis. Factor loadings

and percentage of total variance ex-
plained by each rotated factor are
reported in Table 3. Based on the
results of this analysis, one factor
was accepted for each variable. It
should be noted here that factor with
eigenvalue less than one was deleted.

Table 3
Factor Analysis of the Variables Items

Loa- Eigen %of
ding values Variance

Factor name: Top Management Support for Ethical Behavior (3 items) 223 74.36

1. Top management in this organization has let it be known in no .91
uncertain terms that unethical behavior will not be tolerated.

2. Top managers in this organization should have higher ethical .77

standards than they do now.

3. If a manager in this organization is discovered to have engaged in .88
unethical behavior that results primarily in personal gain rather
than corporate gain, he will be promptly reprimanded.

Factor name: Organizational Commitment (7 items)

457 6529

4. I am willing to put in a great effort to help this organization be .82

successful.
5. Talways accept any work assigned to me by this organization. .85
6. 1feel proud of working in this organization. 70
7. 1quit my job in this organization only in exceptional circumstances. .83

8. If I was offered a job in another organization with a higher pay, I .74

will leave this organization immediately.

9. My job in this organization was the best offer I had. .84
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cont. Table 3
Factor Analysis of the Variables Items

Loa- FEigen = %of
ding  values Variance

10. The work environment in this organization helps me exert maximum effort. .83

Factor name: Job Satisfaction with Pay (4 items ) 2770 67.54
11. This organization pays better than competitors. .79
12. My pay is adequate considering the responsibilities I have. .82
13. T'am underpaid for what I do. 79
14. My fringe benefits are generous. .87
Factor name: Job Satisfaction with Promotion (4 items) 2,66 66.61
15. I'donot like the basis on which this organization promotes people. .86
16. Promotions are infrequent in this organization. .83
17. IfTdo a good job, I am likely to get promoted. 73
18. Iam satisfied with my rate of advancement. 81
Factor name: Job Satisfaction with Supervisor (4 items) 275  68.85
19. The managers I work for back me up. .85
20. The managers I work for are top notch. .86
21. My superiors do not listen to me. 12
22. Management does not treat me fairly .86
Factor name: Job Satisfaction with Work (4 items) 2.68 67.07
23. My job is interesting. 83
24. Ifeel good about the amount or responsibility in my job. .80
25. Twould rather be doing another job. 77
26. I get a little sense of accomplishment from doing my job. . .86
Factor name: Job Satisfaction with Co-Worker (4 items) 2.75  68.87
27. The people that I work with do not give enough support. .82
28. When I ask people to do things the job gets done. .80
29. Ienjoy working with the people here. .80
30. Twork with responsible people here. .88
Factor name: Procedural Justice (4 items) 3.18 79.51

31. The general procedures used to evaluate performance in this organi- .89
zation are fair:

32. The general procedures used to evaluate promotability in this .85
organization are fair,

33. The general procedures used to determine pay increases in this .90
organization are fair,

34, The general procedures used to communicate performance feedback .91
in this organization are fair. ;
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Table 4
Multiple Response Technique

Variables

Very Ne- Negative - Neutral

Percentage of Responses

Positive  Very Po-

gative sitive
Top Mgmnt. Support for Ethical Behavior 19 27.2 17.1 209 15.8
Organizational Commitment 17.8 24.1 24.5 20.6 13
Job satisfaction with
Pay 13.7 27.8 24.8 24 9.7
Promotion 11.9 26.4 30 25.4 6.3
Supervisor 14.7 21.6 23.2 30.5 10
Work 11.3 232 24.7 23.2 17.5
Co-worker 11 19.9 30.8 26.6 11.7
Procedural Justice 16.3 274 18.7 24 13.7

The multiple response technique
reported in Table 4, show respondents
attitudes toward various issues in-
cluded in this study. Considering all
items affecting each one the variables,
the majority of the respondents had
negative attitudes pertaining to top
management support for ethical be-
havior in their organizations (46.2%),
organizational commitment (41.9%),
job satisfaction with pay (41.5%), job
satisfaction with promotion (38.3%),
and procedural justice (43.7%). On
the other hand, most of the respon-
dents had positive attitudes pertaining
to job satisfaction with supervisor
(40.55%), job satisfaction with work
(40.8%), and job satisfaction with co-
worker (38.3%). However, detailed
results are presented in Table 4.

To ensure the insensitivity of the
response to changes in demographical
characteristics, non-parametric tests

were conducted to test of significant
differences in responses within these
characteristics. Specifically, given
their general potential to inflate or
suppress the particular outcome vari-
ables used in this study (Staines, Pot-
tick, and Fudge 1986), five
demographical characteristics: gen-
der, tenure, salary, age, and job type
were tested for.

The results, reported in Tables 5,
reveal that there are no significant
differences between different cate-
gories of gender, tenure, salary, age,
and job type in the attitudes toward
top management support for ethical
behavior, organizational commit-
ment, facet-specific job satisfaction,
and procedural justice.

To study the degree of association
between different research variables,
measure of correlations was com-
puted and tested for significance.

279



AJAS Vol.9, No.2

Table 5
Results of Mann-Whitney and Kruskal-Wallis Tests

Mann-Whitney Kruskal-Wallis Test
P-values P-values

Gender Job Tenure - Salary Age
Top Management Support .39 76 43 .63 29
Organizational Commitment .82 68 43 .64 18
Satisfaction- Pay 77 31 17 .59 46
Satisfaction Promotion .95 44 33 .65 36
Satisfaction- Supervisor .32 .50 31 .66 41
Satisfaction- Work .58 45 .88 .24 14
Satisfaction- Co-Worker .94 19 .39 .54 .81
Procedural Justice .82 75 32 .40 18

Table 6 presents correlations and re-
liability coefficients, where applicable,
for all research variables. The results
indicate that top management support
for ethical behavior is significantly
associated with procedural justice,
organizational commitment, and the
five facets of job satisfaction.

Regression analysis: hypotheses were
tested using simple and multiple regression
analysis. As indicated in Table 7, top

management support for ethical behavior
explained 41% of procedural justice varia-
tions. These findings support the clrim in
the first hypothesis.

To justify the second hypothesis, a
series of regression analyses were per-
formed. Results in Table 8 show that
top management support for ethical
behavior explains 39% of variations in
organizational commitment while pro-
cedural justice accounts for 36% of the

Table 6
Spearman s Correlations Coefficients and Reliabilities

2 3 4 5 6 7 8 Rel.
1. Top Mgmt. Support .64* 61* .62% .58% .65* 61 .53% .83
2. Procedural Justice 57 67* .64% 63% 59% S55% 91
3. Org. Commitment .58% .64* ST* 59* 50%* 91
Job Satisfaction with
4. Pay 68%  66%  58% 52% .84
5. Promotion 64* 62% 49% 83
6. Supervisor .64% 58% .85
7. Work 49% .83
8. Co-Worker .85

* Correlation is significant at the .01 level (2-tailed)
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Table 7
Regression Analysis Results
Independent Variable Dependent Variable R R Sig.
Adjusted

Top Management Support Procedural Justice

for Ethical Behavior

40 .40 00

variations in organizational commit-
ment. Together, top management sup-
port for ethical behavior and
procedural justice explain 46% of the
variations in organizational commit-
ment. These results reveal that the
moderating affect of procedural justice
accounts for 7% of the variations in
organizational commitment and there-
by confirming the second hypothesis.

Multiple regression analysis was
also used to test the effect of top
management support on components
of job satisfaction. Results in Table 9
indicate that top management support
ethical behavior explains significant
amount of variations in job satisfac-
tion with pay (R = .36), job satisfac-
tion with promotion (R = .33), job

Table 8
Regression Analysis Results
Independent Variable Dependent Variable R R Sig.
Adjusted
Top Management Support Organizational Commit- 39 .39 .00
for Ethical Behavior ment
Procedural Justice Organizational Commit- .36 .36 .00
ment
Top Management Support Procedural Justice 46 46 .00
for Bthical Behavior Organizational Commitment
Table 9
Regression Analysis Results
Independent Variable Dependent Variables i R Sig.
Adjusted
Top Management Support Job Satisfaction with .
for Ethical Behavior Pay 36 .36 .00
Promotion 32 32 .00
Supervisor 44 44 .00
Work 34 .33 .00
Co-worker 26 .26 .00
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satisfaction with supervisor (R = 45),
Job satisfaction with work (R = .34),
and job satisfaction with co-worker
(R = .26). These results confirm the
third, fourth, fifth, sixth, and seventh
hypothesis.

Discussion and Conclusions

The first major purpose of this
study was to examine whether top
management support for ethical be-
havior affects organizational commit-
ment by influencing the degree to
which an employee perceives organi-
zational procedures to be fair, and
whether this perception of fairness
prompts the reciprocation of organi-
zational commitment. Results of this
research offer support to the research
proposition that top management
support for ethical behavior positively
affected procedural justice and proce-
dural justice, in turn, positively af-
fected organizational commitment.

The second major purpose of this
study was to investigate the effects of
top management support for ethical
behavior on five facets of job satisfac-
tion. The findings suggested that top
management support for ethical be-
havior positively affected job satisfac-
tion with pay, promotion, supervisor,
work, and co-worker.

These findings lend support to the
notion that top managers value fairness,
and perceptions of fairness bring orga-

nizational commitment. These results
build on the work of previous research-
ers who demonstrated that organiza-
tions and their leaders influence
employee behavior. For instance, an
organization s ethical values predict
employees commitment to the organi-
zation (Hunt, Wood and Chonko,
1989). Employees perceptions of proce-
dural justice are related to commitment
(Low and Vodanovich, 1995; Fritz, Ar-
nett, and Conkel, 1999). Indices of
employees assessments of procedural
justice are significantly related to such
key measures as their trust in manage-
ment, intention to job turnover, evalua-
tion of their supervisor, conflict/
harmony, and job satisfaction (Alexan-
der and Ruderman, 1987).

The results also lend support to the
propositions of fairness heuristic the-
ory (Tyler and Lind, 1992), social
exchange (Blau, 1964), and cognitive
dissonance theory (Festinger, 1957).
The findings demonstrated the effect
of leaders
perceptions of procedural justice. Em-

attitudes on employees

ployees may consider their leader the
key representative of the organiza-
tional justice process because of his/
her frequent contact with them.

The results of the present study are
congruent with research in organiza-
tional justice, which suggests that fair-
ness of a firm s procedures have a
significant impact on organizational
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commitment, because procedures de-
fine the organization s capacity to
treat employees fairly. Thus, if they
see procedures as fair, employees may
view the organization positively (Fol-
ger and Konovsky, 1989; Konovsky et
al., 1987).

Limitations of the Study

The first limitation of the current
study is on the generalization of the
findings. The sample used in this study
was a group of Kuwaiti managers.
Managers from other countries or
cultures might or might not respond
in similar fashion. In order for the
findings to be more generalized in
examining the consequences of top
management support for ethical be-
havior, this study should be replicated
with other Arab managers and other
managers in general.

The second limitation of this study
is on the measurement of procedural
justice. In measuring procedural jus-
tice, the current study used survey
items that asked employees to respond
to items that ask whether something is
generally fair. When focusing on fair-
ness of procedures, the researcher
assumed that employees consider fair-
ness to themselves. This might not be
an accurate assumption. As Wel-
bourne (1998) pointed out, employees
might think about whether a proce-
dure is fair to them or fair to the

overall employee population. The re-
ference might have an impact on their
response and ultimately on the rela-
tion to their evaluation of fairness
with attitudinal and behavioral out-
comes. Therefore, there is need to
reevaluate the way with which proce-
dural justice is measured. Another
measurement limitation is that for
various constructs of research interest
such as top management support for
ethical behavior, organizational com-
mitment, and job satisfaction; vali-
dated scales have been used rather
than standardized scenarios. Future
research on this topic may incorporate
a scenario approach to provide more
standardized measurement proce-
dures.

Theoretical Implications

Even with this limitation, the cur-
rent study, in the researchers opinion,
achieved its purpose. First, this study
offered an explanation of why top
management support for ethical be-
havior may affect organizational com-
mitment. The apparent mechanism is
that perceptions of top management
support for ethical behavior affect the
degree to which employees perceive
organizational procedures to be fair,
and this perception of fairness creates
a climate in which the employees are
likely to reciprocate with organiza-
tional commitment.
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Second, this study supported the
role of top management support for
ethical behavior as an antecedent of
Jjob satisfaction. Although other pos-
sible antecedents were not tested, the
researcher suggest that actions de-
signed to promote top management
support for ethical behavior may be
useful in influencing employees per-
ceptions of procedural justice.

Third, this study integrated two
important issues for organizations:
ethics and justice. Both of these issues
represent critical lines of inquiry for
organizational researchers.

The research results pointed out
the importance of top management
support for ethical behavior in orga-
nizations. Including top management
support for ethical behavior in models
of job satisfaction and organizational
commitment enables a more precise
targeting of intervening strategies
than had previously been possible.

Implications for Managers

This study also has important im-
plications for managers concerned
with the high economic cost of obtain-
ing and retaining a committed work-
force The results clearly supported the
notion that managers have some con-
trol over employees perceptions of
procedural justice and, therefore, may
be able to affect organizational com-
mitment. If managers can apply rules

fairly and consistently to all employ-
ees without personal bias, then em-
ployees will have a positive perception
of procedural justice, which, in turn,
leads to a higher organizational com-
mitment.

Similarly, the results indicate that
top management stance on ethics hasa
significant impact on employees job
satisfaction. When top management
was perceived as strongly supporting
ethical behavior, employees tended to
be much more satisfied with their pay,
promotion, supervisor, work, and co-
worker. This implies that top manage-
ment can go a long way toward en-
hancing job satisfaction by taking a
very positive stance against unethical
behavior. Managers may appreciate
the degree to which they can influence
important work attitudes, such as
organizational commitment and job
satisfaction, through their support for
ethical behavior.

Directions for Future Research

A basic direction for future re-
search is to determine whether perso-
nal and organizational outcomes
rather than those examined here and
in previous research will yield similar
predictive patterns for top manage-
ment support for ethical behavior.
For example, does top management
stance on ethics influence employees
ethical behavior? Previous studies

284



Ali H. Muhammad

have focused mainly on investigating
the affects of Significant others (within
the organization) on ethical decisions
of their co-workers and peers (Loe et
al., 2000). More research is needed to
study top management support for
ethical behavior as an antecedent of
employee s ethical decision- making.

Another extension of this work
might be to assess to what extent the
consequences of top management sup-
port for ethical behavior are universal or
culture specific. -——Although this re-
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