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Recent studies have demonstrated that organizations often fail to execute organizational changes effectively due to a lack of their employees’ organizational change readiness (OCR). However, the absence of employees’ OCR is rooted in whether their values align with their organizations. The research aims to clarify when and why employees’ perceived values-congruence with their organizations, supervisors, and workgroups (PVC-O, PVC-S, and PVC-G) helps stimulate their organizational change readiness (OCR). Specifically, it Integrates the self-categorization theory and social information processing theory and proposes a moderated mediation model to investigate the roles of perceived insider status (PIS) and the quality of change communication (QCC). This study gathered a valid sample of 252 employees from six Chinese companies at three different time points, and performed the structural equation modeling and multiple regression to test the proposed research model. The results demonstrate that PVC-O, PVC-S, and PVC-G are all positively related to employees’ PIS, which further promotes their readiness for organizational change. Additionally, QCC strengthens not only the positive effect of employees’ PVC-O and PVC-G (except for PVC-S) on PIS but also the indirect effects of PIS. This study offers valuable implications for practitioners implementing their organizational change practices in China. Moreover, this study can contribute to the organizational change literature by uncovering the underlying mechanism between perceived values-congruence and employees’ OCR in the light of the person-environment interaction.
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1. Introduction

In recent years, the volatility, uncertainty, complexity, and ambiguity of the current business environment have been on the rise (“VUCA,” see Bennett and Lemoine, 2014), especially after the ongoing COVID-19 pandemic outbreak, which has heightened the urgency of organizational change (Shah et al., 2017; Gfrerer et al., 2021; Roemer et al., 2021). Yet, organizations might not successfully implement change without employees’ readiness for organizational change (Stouten et al., 2018; Hameed et al., 2019; Rafferty and Minbashian, 2019; Rahn et al., 2020). Organizational change readiness (hereinafter “OCR”) refers to “the degree to which individuals are cognitively and emotionally inclined to accept, embrace, and adopt specific change plans to purposefully alter an existing state” (Stevens, 2013). Prior research has identified OCR as a critical component for more effective change implementation (Rafferty et al., 2013; Rahn et al., 2020). Hence, it is of great significance to investigate the antecedents and underlying mechanisms of the formation of employees’ OCR.

Previous research has identified the antecedent variables of organizational change readiness from two main perspectives. From an individual dispositional perspective, scholars have found that personal traits (i.e., self-efficacy, locus of control, coping styles, and openness) affect employees’ OCR (Judge et al., 1999; Augustsson et al., 2017; Naumtseva and Stroh, 2020); whereas from the perspective of change strategies, studies have found that leader or organizational support (Soumyaja et al., 2011; Arneguy et al., 2020), trust and change participation (Shah and Ghulam Sarwar Shah, 2010), and organizational justice (Arneguy et al., 2020) positively impact organizational change readiness.

However, we surprisingly found that extant literature largely overlooked the impact of personal values (i.e., values-congruence) on employees’ OCR, let alone the underlying mechanisms. Despite that, some scholars have highlighted the critical role of values in implementing organizational change (Branson, 2008; Alas, 2009; Rahn et al., 2020) because values serve as the guiding principles for an individual’s attitudes and behaviors. For example, values-conflict might raise employee’s resistance to change, whereas values-congruence might be conducive to change readiness (Bouckenooghe et al., 2014). Moreover, little knowledge exists regarding the boundary conditions (i.e., change communication) on when employees’ perceived values-congruence affects their OCR since change communication is a crucial change strategy that provides employees’ cues for implementing organizational change. Therefore, the present study aims to integrate self-categrication theory and social information theory to investigate when and why perceived values-congruence affects employees’ OCR.

The present study seeks to make three aspects of theoretical contributions. Firstly, we enrich the psychological outcomes research on values-congruence by investigating its impact on perceived insider status (PIS). Secondly, we contribute to a burgeoning stream of research that probes into the underlying mechanism of how employees’ OCR is formed. Specifically, based on self-categorization theory (Turner et al., 1987), we examine the mediating role of PIS, a construct embedded in Chinese circle culture, that played in the relationship between employees’ perceived values-congruence on organizational change readiness. Prior scholars have raised the idea that values-congruence may be beneficial in cultivating employees’ OCR (Alas, 2009; Rahn et al., 2020). However, the empirical evidence is scarce, and little research uncovers the mechanism. Finally, we enrich the boundary conditions research between organizational change readiness and its antecedents. Specifically, drawing on the social information processing theory (Salancik and Pfeffer, 1978), we demonstrate when (i.e., quality of change communication) values-congruence perception is most influential in cultivating PIS and promoting employees’ OCR.



2. Theory and hypotheses

A series of stages and complex mechanisms exist in the process of perceived values-congruence to employees’ OCR, and these stages and mechanisms are critical to our insight and the deconstruction of the impact of employees’ perceived values-congruence on their OCR (Lamm et al., 2010; Hoffman et al., 2011; Rahn et al., 2020). Based on the self-categorization theory (Turner et al., 1987), we propose that the stronger the employees’ perceived insider identity, the more likely they are to meet the organization’s expectations and actively embrace and support changes to reduce the risk of contract violations. In line with this reasoning, we argue that employees must go through a mental process of insider identity perception from evaluating employees’ perceived values-congruence to the formation of the corresponding OCR.

Moreover, drawing on the social information processing theory (Salancik and Pfeffer, 1978), we assumed that the employees’ perception of insider identity could be the influence path for values congruence perceptions (i.e., organization, supervisor, and workgroup) on OCR due to differences in the modes of acquisition of change information, the quality and quantity of information, the necessity for organizational change, and the need for a change plan. Significant differences exist in understanding suitability, organizational change capability, and change benefit orientation (Stevens, 2013). High-quality change communication (e.g., having the opportunity to obtain timely, sufficient, and essential change information) can enhance employees’ PIS and also effectively alleviate employees’ change anxiety (Bernerth, 2004; Branson, 2008; Borges and Quintas, 2020). Therefore, this study attempts to adopt the quality of change communication as the contingent condition for employees’ multiple value congruence perceptions affecting OCR through PIS.


2.1. The effect of perceived values-congruence on employees’ perceived insider status

Values congruence is an essential concept derived from person-organization fit and characterizes the degree of compatibility and congruence between values (Edwards and Cable, 2009). Perceived values-congruence refers to one’s perception of the degree of conformity or similarity, compatibility, and similarity with the interacting objects (i.e., organizations, supervisors, and workgroups) in terms of values (Kristof-Brown et al., 2005; Rahn et al., 2020). Previous studies have demonstrated that perceived values-congruence can positively impact job satisfaction, organizational identity, and retention (Aldabbas, 2022), reduce change resistance (Smollan and Sayers, 2009), and positively affect employees’ positive change response, change support behavior, and change acceptance (Smollan and Sayers, 2009; Posner, 2010; Rahn et al., 2020).

Drawing on the self-categorization theory, we argue that perceived values-congruence (i.e., congruence with their organization, supervisor, and workgroup) can result in an increase in employees’ perceived insider status (hereinafter PIS). PIS refers to the degree to which employees believe that the organization accepts them, are “insiders,” and can access organizational space and resources (Stamper and Masterson, 2002). The similarity between individuals needs and environmental supply in terms of basic principles, behavioral norms, and value orientations can alter individual cognition and enhance relationship correlation and identity. For example, some scholars found that when employees experience a high degree of similarity and compatibility with organizational values, they were more likely to form a self-concept consistent with the characteristics of organizational prototypes and derive a sense of belonging to a certain group (Wang and Kim, 2013; Aldabbas, 2022).

In the same vein, if individuals and their supervisors display a high degree of similarity in values, individuals will exhibit strong situational adaptability in cognition (Alavi and Gill, 2017). Finally, as per the self-categorization theory, since individuals are nested in and interacting with their workgroups, they are more likely to have feelings of “us,” and tend to form an identity cognition of belonging to a certain group(Hui et al., 2015; Aldabbas, 2022). Hence, based on the above discussion, we propose the following hypotheses:


Hypothesis 1: Employees’ perceived values-congruence with their organization (H1a), their supervisors (H1b), and their workgroups (H1c) has a positive effect on PIS.
 



2.2. The mediating role of perceived insider status

Organizational change readiness denotes employees’ attitudes and behavioral intentions toward organizational change and represents employees’ acceptance of organizational change in attitude, belief, cognition, emotion, and state of readiness for change (Stevens, 2013). Although some scholars posited the critical role in employing the“acquaintance effect” to promote employees’ OCR (Bouckenooghe et al., 2014; Seggewiss et al., 2019), few scholars have directly investigated the relationship between PIS and OCR, with the exception of some related research providing us with valuable insights. For example, Xiao et al. (2020) believe that the partnership and community formed due to the interaction between people and organizations are conducive to forming identity attachments for employees, which is particularly meaningful when the organization is going through a particular period, especially one of upheaval or turmoil. In such a situation, employees’ willingness to keep the organization in sync can be enhanced, and they will participate in its weal and woe. We thus infer that the stronger the PIS, the higher the employee’s level of organizational change readiness.

According to the self-categorization theory (Turner et al., 1987), an individual will form the boundaries of “internal and external groups” after a self-categorization process. Thus, the status of the other individuals in the organization and the overall status of the organization become more closely related to the status of the self, prompting individuals to be more inclined to display behaviors beneficial to the organization, to enhance the performance of the organization, and demonstrate the value of the self as a part of the organizational whole (Tang et al., 2021). Thus, members with strong insider identity perception will be motivated to promote the performance of the organization or group to which the identity belongs, and the impact of employees’ PIS on their OCR is rooted in this logic. The higher the employee’s perceived congruence with the organization or group values, the more meaningful it would be to enhance that employee’s awareness of organizational and group identity, and the stronger her/his PIS; when employees use the organization and group to define themselves, the performance of the organization and group will reflect their self-worth (Hui et al., 2015). In the context of change, planned organizational change represents the official will of the group, which aims to augment the potential performance and promote the improved development of the organization. Given their interlinked relationship with the organization or workgroup, employees with a high sense of insider identity are more likely to become advocates and agents of change.

In the same rationale, it is evident that the incremental fit of supervisor-employee values helps improve the situational adaptability of individual cognition (Santhidran et al., 2013; Rahn et al., 2020) and prompts subordinates to form a positive psychological state as insiders. In the context of change, the team supervisor is not only the “Avatar” of the organization but also the initiator and promoter of change. Individuals with high PIS preoccupy themselves with accurately observing and understanding their intermediate supervisor’s change intentions (Bakari et al., 2017). In other words, Employees must be consistent with their supervisor to actively respond to the supervisor’s call for change. Hence, we hypothesize as follows:


Hypothesis 2: Employees’ PIS positively affects OCR.

Hypothesis 3: Employees’ PIS mediates the relationship between employees’ perceived values-congruence with their organization (H3a), their supervisors (H3b), and their work groups (H3c) and OCR.
 



2.3. The moderating role of quality of change communication

The quality of change communication is an essential construct in studying organizational change strategies, which refers to the depth, breadth, and importance of organizational change information obtained by employees during the change process (Rogiest et al., 2015). Prior research has highlighted that the success of organizational change depends, at least in part, on the quality of the information the organization provides (Tanner and Otto, 2016; Güntner et al., 2021). Accordingly, we deduce that how the change-related information delivers to the employees affects whether the organizational change readiness forms.

According to the social information processing theory (Salancik and Pfeffer, 1978), individuals, as adaptive organisms, will resort to social clues to adjust their attitudes and behaviors. Hence, we propose that the degree of after-effects on employees’ perceived values-congruence on its outcomes may differ with different qualities of change communication. Specifically, employees obtain more comprehensive and rich change information, which helps them understand the change in its entirety, reduces the pressure of change, and improves their sense of control over the change (Bernerth, 2004), which affords employees a more internal identity construction. Therefore, high-quality change communication strengthens the relationship between employees’ perception of multiple values congruence and PIS, which further influences their OCR. Conversely, when the quality of change communication is low, individuals who find it difficult to obtain basic change information are more likely to feel excluded and would tend to self-identify as outsiders, increasing their psychological detachment (Kwahk and Kim, 2008; Thakur and Srivastava, 2018), and thereby inhibiting the effect of perceived values-congruence on PIS. In line with this reasoning, we hypothesize as follows:


Hypothesis 4: The quality of change communication moderates the relationship between perceived values-congruence and PIS. Specifically, employees’ perceived values-congruence with their organization (H4a), their supervisors (H4b), and their workgroups (H4c) have a more substantial positive effect on PIS when the quality of change communication is high rather than when it is low.
 



2.4. Moderated mediation

Hypothesis 4 posits an interplay between perceived values-congruence and the quality of change communication on employees’ PIS. Hypothesis 3 predicts that PIS mediates the association between perceived values-congruence and employees’ OCR. In line with the mediated moderation of Edwards and Lambert (2007), we propose a moderated mediation of perceived values-congruence on employees’ OCR. Thus, we predict that,


Hypothesis 5: The quality of change communication can moderate the indirect effects of PIS between employees’ perceived values-congruence with their organization (5a), their supervisors (5b), and their work groups (5c) on OCR. Specifically, the indirect effect is more pronounced when the quality of change communication is high rather than when it is low.
 

To sum up, we propose the following research framework (see Figure 1).

[image: Figure 1]

FIGURE 1
 The proposed research model.





3. Research design


3.1. Sampling procedures

We carried out this study following the recommendations of the Ethics Committee of Hubei University of Economics with written informed consent from all subjects. To reduce the social desirability bias in the measurement for this study, we selected six companies that have recently undergone organizational change as the target research objects. Among these, three companies underwent departmental adjustments, two companies underwent structural adjustments for adopting new technology, and one company underwent a strategic transformation for shrinking business. The respondents to the survey were required to have worked in the current enterprise for no less than 5 years.

To ensure data quality and reduce the common method variance bias, we collected data at three time points with an interval of about 25 days each. The HR managers helped us deliver and recycle the questionnaires. Before conducting our surveys, we asked the HR managers from six different companies to offer us a coding list based on the employee rolls. Specifically, we gave an unique code to every company, every team supervisor, and every employee. For example, the first company was coded as C1, the supervisor in the first team of the roll was C1M01, and the first subordiate was coded as C1M01E01. In total, we got a 300 convenient sample size from 48 work teams. We conducted each survey during the monthly meetings.

At each stage, we distributed 300 questionnaires based on the coding list. If there is any respondent quit, the HR managers must also complete the coding information. In the first stage (Time 1), the volunteering respondents completed questionnaires including their basic demographic information (e.g., gender, age, education, tenure with the company) and perceived values-congruence. About 279 questionnaires were returned with a responding rate of 93%; in the second stage (Time 2), we also distributed 300 empployee questionnaires, the targeted respondents continued to finish PIS and the quality of change communication questionnaires. We got 258 completed questionnaires, due to some employees’ turnover or illness; in the last stage (Time 3), we distributed the questionnaires based on the coding list—the supervisor filled out the questionnaire regarding each participant’s organizational change readiness of the team. After excluding suspicious answers and missing data, we finally obtained 252 valid questionnaires that were successfully matched at different times.

Among these respondents, 54.4% are male, 21.4% are under 35 years old, and 52% of them have bachelor’s degrees. Analysis of variance indicated that there was no significant difference between the deleted sample and the valid sample in terms of their demographics (i.e., gender, age, and education level), and the item response bias was not obvious.



3.2. Measures

Due to the scales being derived from the English version, we adopted Brislin (1986) translation-and-back-translation procedure to ensure consistency of the content and meanings. All scales were five-point Likert scales ranging from “1 = strongly disagree” to “5 = strongly agree.”


3.2.1. Perceived values-congruence

We measured PVC using the three-item scale of Cable and DeRue (2002). Specifically, we measured employees’ PVC with their organizations (PVC-O), with their supervisors (PVC-S), and with their workgroups (PVC-G), respectively. A sample item was “The things I value in my life are very similar to the things that my organization (supervisor, workgroup) values,” and Cronbach’s α values of PVC-O, PVC-S and PVC-G were 0.84, 0.79, and 0.88, respectively.



3.2.2. Perceived insider status

We measured PIS using the five-item scale of Stamper and Masterson (2002). A sample item was “I feel very much a part of my work organization,” and Cronbach’s α value was 0.76.



3.2.3. Quality of change communication

We measured QCC using the six-item scale of Edwards and Cable (2009). A sample item was “Always communicating openly with others about changes in the organization” and Cronbach’s α was 0.81.



3.2.4. Organizational change readiness

We measured OCR using 28 items adopted from scales developed by Holt et al. (2007) and Bouckenooghe et al. (2009). The intermediate supervisor evaluated these scales about their subordinates. A sample item was “I think that the organization will benefit from this change,” and Cronbach’s α 0.83.



3.2.5. Control variables

Following the recommendations of Bernerth and Aguinis (2016), we included the employee’s gender, age, education, and tenure with the organization as control variables. Prior studies have demonstrated that these variables are positively related to employees’ OCR (Metwally et al., 2019; Arneguy et al., 2022).





4. Data analysis


4.1. Preliminary analysis

Before testing our proposed hypotheses, we employed exploratory factor analysis to examine the common method bias (CMB) issue. Specifically, we conducted the Harman single-factor test by performing an unrotated factor solution for all variables. The first unrotated factor captured only 35.88% of the variance in data, which is less than the threshold value (50%), indicating that the CMB issue of the present study is not so severe in statistics.

Then, we conducted the confirmatory factor analysis on the data to test the discriminant validity of the six latent variable measures. The results are displayed in Table 1. Compared to other competing models, the fit indicators of the six-factor model excel all the other alternative models as the value of Chi-square changes is significant at the p < 0.001 level (χ2/df = 2.52, CFI = 0.93, NFI = 0.90, RMSEA = 0.09), indicating that the measurement has acceptable discriminant validity.



TABLE 1 Confirmatory factor analysis.
[image: Table1]

Table 2 displays the mean, standard deviation, and correlation coefficient each variable. As expected, employees’ perceived values-congruence with their organization (r = 0.23, p < 0.01), their supervisors (r = 0.33, p < 0.01), their work groups (r = 0.36, p < 0.01) are all positively related to their PIS, which is also positively related to their OCR (r = 0.24, p < 0.01). The analysis results provide preliminary support for hypotheses H1(a-c) and Hypothesis 2.



TABLE 2 Means, standard deviation, and correlations of variables.
[image: Table2]



4.2. Hypotheses testing

Hypothesis 1(a–c) predicted employees’ perceived values-congruence with their organization (H1a), their supervisors (H1b), and their work groups (H1c) has a positive effect on PIS. As is displayed in Model1 of Table 3, perceived values-congruence (i.e., organizations, supervisors, and work groups) have a significant positive effect on employees’ PIS (β = 0.24, 0.31, and 0.33, respectively, all significant at the 0.01 level). Hence, Hypotheses 1a, 1b, and 1c are all well-supported.



TABLE 3 Multiple regression of multi-value congruence perception, perceived insider status, and organizational change readiness.
[image: Table3]

Hypothesis 2 proposed that employees’ PIS positively affects OCR. As depicted in Model 6 of Table 3, PIS has a positive effect on employees’ OCR (β = 0.25, p < 0.01). Thereby, Hypothesis 2 is supported as well.

Hypothesis 3(a–c) predicted that PIS mediates the relationships between perceived values-congruence (i.e., congruence with their organizations, supervisors, and workgroups) and employees’ OCR. Hence, we conducted a bias-corrected bootstrapping test (n = 5,000). The results indicate that the indirect effect of PVC-O on OCR through PIS is 0.09 (95%CI = [0.02, 0.19]), excluding 0, and the mediating effect is significant; the indirect effect of PVC-S on OCR through PIS is 0.13 (95%CI = [0.05, 0.22]), excluding 0, and the mediating effect is significant; the indirect effect of PVC-G on OCR via PIS is 0.18 (95%CI = [0.08, 0.33]), which also does not contain 0, indicating that the mediating effect is significant. Therefore, hypotheses 3a, 3b, and 3c are all verified.

Hypothesis 4(a–c) proposed that employees’ perceived values-congruence with their organization (H4a), their supervisors (H4b), and their work groups (H4c) have a more substantial positive effect on PIS when the quality of change communication is high rather than when it is low. As demonstrated in Model 2 and Model 4 in Table 3, the effect of the interaction between PVC-O and QCC on PIS is significant (β = 0.16, p < 0.01). In the same vein, the interplay between PVC-G and QCC on PIS is also significant (β = 0.20, p < 0.01), signifying that the higher the quality of change communication, the stronger the positive effects of PVC-O and PVC-G on PIS. However, the interaction coefficient of PVC-S and QCC on PIS is not significant (β = 0.09, p < 0.10), and hence cannot thoroughly verify the moderating effect of change communication quality in the relationship between PVC-S and PIS. Therefore, Hypotheses 4a and 4c are entirely substantiated, whereas Hypothesis 4b is only partially substantiated.

Hypothesis 5(a–c) predicted that the quality of change communication could moderate the indirect effects of PIS between employees’ perceived values-congruence with their organization (5a), their supervisors (5b), and their work groups (5c) on employees’ OCR. We also conducted moderated mediation analysis, and the results suggested that the quality of change communication significantly moderated the impact of PVC-O on OCR through PIS (β = 0.08, 95%CI = [0.04, 0.21]). Specifically, when the quality of change communication was low (−1 SD), the indirect effect of PIS was 0.03 (95%CI = [−0.00, 0.16]), including 0, and hence the mediating effect was not significant; when the quality of change communication was high (+1 SD), the indirect effect was 0.13 (95%CI = [0.04, 0.27]), and hence the mediating effect was significant. The difference between the high and low groups was 0.10 (95%CI = [0.02, 0.31]), excluding 0, and the difference was significant. Thus, Hypothesis 5a is verified.

Likewise, the quality of change communication significantly moderated the effect of PVC-S on OCR through PIS (β = 0.17, 95%CI = [0.07, 0.38], excluding 0). Specifically, when the quality of change communication was low (−1 SD), the indirect effect of PIS was −0.00 (95%CI = [−0.00, 0.09]), containing 0, whereas when the quality of change communication was high (+1 SD), the indirect effect of PIS was 0.19 (95% CI = [0.06, 0.40]). The difference between the high and low groups was 0.20 (95%CI = [0.02, 0.36]), excluding 0. Thus, Hypothesis 5c was verified. However, the indirect moderating effect of the quality of change communication on the PVC-S on OCR through PIS is not significant (β = 0.03, 95%CI = [−0.02, 0.11], including 0. Therefore, Hypothesis 5b is not verified.




5. Discussion

This study aims to advance the growing body of literature regarding the effects and mechanisms of perceived values-congruence with their organizations, supervisors, and workgroups (PVC-O, PVC-S, and PVC-G) on OCR (e.g., Rahn et al., 2020). Data from 252 employees in six companies supports most of the paths of our hypothesized model. Overall, we find a positive relationship between perceived values-congruence (PVC-O, PVC-S, and PVC-G) and PIS. Further, we demonstrate that employees’ PIS mediates the impact of employees’ perceived values-congruence on their readiness for organizational change. Besides, we further found that the mediation effect of PIS is dependent on the quality of change communication. Specifically, with high-quality change communication, employees’ PVC-O and PVC-G significantly positively contribute to employees’ OCR via PIS, whereas the moderating effect of change communication quality on PVC-S and PIS is not supported by statistical analysis. One possible explanation might be that the supervisors are always the agent in determining the quality of change communication, no matter whether or how much the supervisors communicate change-related information to them, the employees will follow their supervisors who share similar values on organizational change. Our findings extend and enrich the literature on the relationship between values-congruence and organizational change readiness and have important implications for management practice. Next, we elaborate on the theoretical contributions and practical implications of our findings.


5.1. Theoretical contributions

The present study makes several theoretical contributions to the literature by unraveling the underlying mechanism of PIS in driving the relationship between perceived values-congruence and employees’ OCR. Firstly, to our knowledge, the present study is one of the first few empirical research to show the impact of perceived values-congruence on OCR. OCR is formed through a complex process influenced by many factors. Although existing studies have made valuable attempts at examining antecedents of OCR from multiple perspectives and dimensions (Burnes and Jackson, 2011). For example, studies have found that leadership support (Soumyaja et al., 2011), trust and change participation (Shah and Ghulam Sarwar Shah, 2010), and organizational justice (Arneguy et al., 2020; Kebede and Wang, 2022) positively impact organizational change readiness. Yet, scant attention has been paid to the impact of values-congruence on OCR.

Secondly, we extend the research on why value congruence can foster employees’ OCR. Previous research has indicated that value congruence has a positive effect on employees’ OCR (Branson, 2008; Alas, 2009; Rahn et al., 2020; Tang et al., 2021), yet not many scholars paid attention to the underlying mechanisms. The present study offers an additional plausible explanation (i.e., PIS). In contrast, Rahn et al. (2020) demonstrated trust as an underlying mechanism in explaining the effect of employees’ perceived values-congruence on organizational change readiness. Although both trust and PIS can be cognitive mechanisms, the former aligns with the social exchange perspective, whereas the latter lies in the self-categorization perspective.

Finally, the moderation findings regarding the quality of change communication respond to the scholarly calls for exploring the boundary conditions on the relationships of value congruence with its outcomes (Rogiest et al., 2015; Rahn et al., 2020). Specifically, Prior research has highlighted employees’ access to comprehensive, detailed, specific, and timely change information can help reduce change anxiety and feelings of stress, enhance change perceptions, and lead to a better response to change challenges (Stevens, 2013; Neill et al., 2020). This study demonstrates that the quality of change communication plays a crucial role in the effect that employees’ perceived values-congruence has on organizational change readiness, echoing and extending findings from previous studies. This study found that high-quality change communication can strengthen psychological suggestion through “information influence,” usher in a stronger PIS, and thus improve employees’ OCR; on the contrary, low-quality change communication weakens the positive effect of employees’ perceived values-congruence on PIS and OCR.



5.2. Practical implications

Our research findings provide several managerial insights into cultivating employees’ OCR. First of all, our study demonstrates that values-congruence plays a crucial role in promoting the organizational change readiness of the employees. Accordingly, managers need to pay increased attention to value management while implementing organizational change and regard value congruence as an essential condition and pre-measure for planned change. Secondly, our results indicate that PIS, a critical positive psychological state, precedes the employees’ OCR. Hence, keeping track of followers’ PIS is an effective way for supervisors to determine whether values congruence can ultimately enhance followers’ OCR.

Finally, our findings suggest that the quality of change communication is a critical that can influence the effectiveness of values-congruence on OCR. Hence, the management should prioritize change communication as a vital strategy and ensure its quality. Specifically, in the entire organizational change process, the management should make the change information open and transparent, contain information conducive to the formation of organizational attachment and psychological belonging, and integrate the value image of the organization’s future expectations into the change message.



5.3. Limitations and future research

Although this study makes a few theoretical contributions, it has certain drawbacks.

Firstly, we only collected the sample from six companies, and the respondents answered the questionnaires retrospectively (Bono and McNamara, 2011). The limitations of the sample could affect the external validity of the present study, and the loss of information caused by the passage of time, such as vague memory and lost episodes, could also lead to biased findings. Similarly, although this study adopted time-specific data collection to reduce homogeneous method bias to a certain extent, it could not eliminate possible interactions between variables because not all variables were measured simultaneously. To this end, future research can draw on longitudinal research designs to simultaneously track and measure the related organizational change issues at multiple time points or adopt experimental methods for causal inference.

Secondly, this study assumes employees’ perceived values-congruence as the antecedent of organizational change readiness and incorporates change management strategies—change communication quality and acquaintances effects—into the analysis framework. This study verifies the positive role of perceived values-congruence in producing organizational change readiness. Based on the premise of differentiating between the nature and content of organizational change, the role of values-congruence on employees’ responses to change may vary subtly (Branson, 2008). Employees are more likely to avoid or even resist change if they believe that their previous state of alignment with organizational values would be terminated or even destroyed as a result of organizational change (Zhang et al., 2020); however, if employees expect a greater convergence of organizational values and self-values after the change, they will demonstrate a higher commitment to and enthusiasm for change (Neves and Caetano, 2009). Moreover, during different stages of organizational change, differences are apparent in employees’ organizational trust, psychological belonging, and identity (Choi, 2011; Bouckenooghe et al., 2021). Therefore, future research could distinguish between different organizational change stages and examine the double-edged effect of perceived values-congruence on the various facets of organizational change.




6. Conclusion

Integrating the self-categorization theory and social information processing theory, we provide clear evidence that employees’ perceived values-congruence is a precursor for organizational change readiness. Specifically, the employees’ values-congruence (i.e., employee-organization, employee-supervisor, and employee-workgroup) is a critical determinant for successfully implementing organizational change, hence needing sufficient attention. Then, the cultivation of PIS is an essential mechanism for cultivating employees’ organizational change readiness. Further, we demonstrate that the quality of change communication is a critical contingent factor that can influence the effects of perceived values-congruence on PIS. Therefore, these factors should not be neglected. Practically, we provide new insight into leveraging the positive effects of perceived values-congruence on promoting employees’ OCR.
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