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ABSTRACT ARTICLE HISTORY
Prior research has examined the relationship between workplace ostracism with various Received 19 December 2023
work-related outcomes. However, relatively little is known about the mechanisms that Revised 11 March 2024
link ostracism to work outcomes. This study uniquely contributes to the body of  Accepted 12 March 2024
knowledge by examining the mechanisms through which workplace ostracism harms KEYWORDS
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employees (N=271) of the service industry in Pakistan indicates that workplace affective commitment;
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Introduction

Being ignored or overlooked by others is a common experience in all social contexts. These experiences
are often studied under the ambit of mistreatment and specifically labelled as ‘ostracism’ (Williams, 2007).
Workplace ostracism is a form of emotional abuse that includes ignoring, disregarding, hiding informa-
tion, being silent when asked about something, not replying, and avoiding eye contact at work (Robinson
et al, 2013). Workplace ostracism is a relatively tacit and covert mistreatment compared to other inter-
personal mistreatments (e.g. abusive supervision, harassment, and bullying), which are more overt and
visible (Buss, 1961). Consistently, the detrimental effects of workplace ostracism are expected to be
greater than those of other mistreatments, such as workplace harassment (O'Reilly et al., 2015) and bul-
lying (Williams & Nida, 2009). Moreover, the harmful effects of ostracism are not limited to individual
health, absenteeism, depression, emotional energy, and insomnia (e.g. Jiang & Poon, 2021; Niu et al,
2016; Rabiul, Alam, et al., 2023) but organizations also suffer from low work engagement (Haldorai et al.,
2020), lack of creativity (Tu, Cheng, et al., 2019), lower organizational citizenship behaviors (Wu
et al,, 2016), poor job performance (Choi, 2020), and conflicts among the victims of ostracism (Zaman
et al., 2021). According to Hogan et al. (2020), 43% of Irish workers experienced mistreatment, such as
incivility, disrespect, being ignored, and being excluded in the workplace. Similarly, 33% and 12.9% of
Chinese experienced workplace discrimination and victimization, respectively (Zhang, 2021). In addition,
cultural differences may also contribute to the differential effects of mistreatment on employee out-
comes. For example, Singaporean employees are less affected by mistreatments than Australian (Loh
et al, 2021). In financial terms, the estimated cost incurred by organizations in terms of poor employee
health, poor performance, or target delays goes up to 200 billion US dollars annually (Perrewe et al., 2015).
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Preliminary research indicates that ostracism depletes cognitive regulatory resources (Leung et al.,
2011) and social support (i.e. social resources), resulting in less commitment toward organizations (Mao
et al, 2017). Similarly, a lack of supportive job resources creates a psychologically unsafe environment,
thereby decreasing an individual’s capacity to cope with stress (Newman et al., 2017). Research also sug-
gests that individuals with low self-efficacy (De Clercq et al., 2019) may not be able to cope with ostra-
cism effectively. However, prior research has ignored the potential role of resource depletion and
psychological safety in determining how workplace ostracism affects employees’ outcomes. In other
words, the underlying mechanisms (e.g. resource depletion and psychological safety) through which
workplace ostracism affects work outcomes remain largely unexplored. Furthermore, scholarship on
workplace ostracism calls for more research on the causal mechanisms from a victim's perspective
(Howard et al., 2019; Sharma & Dhar, 2021). Specifically, there is a need to explore how workplace ostra-
cism depletes personal resources (De Clercq et al., 2019). Examining the underlying causal mechanisms
is important to enhance an understanding of the processes through which ostracism affects job out-
comes, as it would help to address workplace ostracism. Moreover, the majority of the prior studies have
been conducted in the developed Western settings. Therefore, more research is needed in the Eastern
work contexts for a better understanding of the cross-cultural perspectives on workplace ostracism (Lyu
& Zhu, 2019).

Consequently, this study attempts to address these gaps by investigating the effects of ostracism on
affective commitment. Moreover, the study draws upon the conservation of resources (COR) theory
(Hobfoll, 2001) and examines how resource depletion and psychological safety act as the underlying
mechanisms explaining the link of workplace ostracism with employees’ affective commitment. COR the-
ory posits that individuals strive to acquire and maintain resources, and when faced with resource loss
or threat, they may experience heightened stress and diminished well-being (Hobfoll, 2001; Rabiul, Alam,
et al,, 2023). In the context of workplace ostracism, the depletion of psychological resources is consid-
ered as a key mechanism through which this workplace mistreatment may detrimentally affect employee
outcomes. Finally, the study examines these relationships in a developing Eastern context (i.e., Pakistan)
to provide generalizability of ostracism research predominantly conducted in the Western work settings.

Review of literature and hypotheses
Workplace ostracism and resource depletion

Workplace ostracism is referred to as the ‘feeling of being ignored and excluded by others in the work-
place’ (Ferris et al., 2008, p. 220). When an employee observes such behaviors in their surroundings, they
search for the cause, and a subconscious self-analysis process starts. Consequently, personal resources,
such as willpower, are the first to be depleted (Yan et al.,, 2014). Studies indicate that social interactions
tend to improve work performance (Deepa et al., 2022). However, workplace ostracism can act as an
interpersonal stressor (Chung, 2018; Williams, 2001) that may deplete the victims’ personal energies.

According to the COR theory (Hobfoll et al., 2018), resources possessed by an individual can be clas-
sified as tangible resources (e.g. car, assets, tools for work), environment- and context-specific resources
(e.g. job span, seniority), individual/personal resources (e.g. knowledge, key skills, capacity), and energy
resources (e.g. credit, time, mental energy). In various contexts, specifically when exposed to stressful
situations, individuals need to maintain self-control and emotional balancing, which can deplete specific
psychological and cognitive resources (Hagger et al., 2010). Research also suggests that stressful condi-
tions tend to consume individuals’ psychological resources (Baumeister et al., 1998). The term ‘ego deple-
tion’ refers to the psychological conditions of overutilization of this limited resource, making the individual
vulnerable to multiple challenging situations and lessened functioning (Ciarocco et al., 2001). Employees
facing ostracism undergo personal and social resource erosion, while controlling for resource loss, they
tend to engage in protective mechanisms (Anasori et al., 2021).

Moreover, Baumeister et al. (2005) found that the ability to maintain self-control was lower among
individuals who were exposed to social exclusion. Similarly, workplace exclusion negatively affects
employees’ organization-based self-esteem (Sharp et al.,, 2020). In addition, the depletion of self-control
reduces employees’ self-regulatory capacities (e.g. the capability to control thoughts and behaviors).
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When individuals experience workplace ostracism, they direct their energy and attention toward coping
with these stressful demands, resulting in the loss of resources (Anjum et al., 2022). Furthermore, work-
place ostracism reduces social ties causing resource loss (Hua et al, 2023). Therefore, we suggest that
the exposure to workplace ostracism may act as a stressor and deplete personal and psychological
resources. Consequently, we propose:

Hypothesis 1: Workplace ostracism is positively related to resource depletion.

Mediating role of resource depletion

Affective commitment refers to ‘employees’ emotional attachment to, identification with, and involvement
in, the organization’ (Allen & Meyer, 1990, p. 1). Earlier studies indicate that mistreatments (e.g. incivility)
have a negative effect on affective commitment (Taylor et al., 2012). Workplace ostracism may also harm-
fully affect employee association with their organization because employees who feel ostracized may
reduce their contributions towards the organization (Ferris et al., 2015). When individuals are exposed to
workplace ostracism, their association with the organization may be reduced (Wu et al.,, 2016). Similarly,
their experience of thriving at work reduces (Han & Hwang, 2021) because of a lack of belongingness
with the organization (Haldorai et al., 2020).

COR theory (Hobfoll, 2001) indicates that stressful situations (e.g., workplace ostracism) may deplete
employees’ psychological resources, as they may spend their time and energy coping with stressors. The
theory further states that when resources run low or run out, people often go into a defensive mode to
protect themselves which may make them act aggressively or behave irrationally (Hobfoll et al., 2018).
Thus, to prevent further loss of resources, victims may disengage and reduce their affective commitment.
Therefore, we suggest that resource depletion mediates the effects of workplace ostracism on affective
commitment. In other words, workplace ostracism, as a social stressor, may lead to resource depletion
among the victims. Such depletion of psychological resources may in turn dampen the victims’ affective
commitment. Consequently, we suggest:

Hypothesis 2: Resource depletion mediates the relationship between workplace ostracism and affective
commitment.

Workplace ostracism and psychological safety

Psychological safety refers to ‘the perceptions of the consequences of taking interpersonal risks in
particular context such as a workplace’ (Edmondson & Lei, 2014, p. 23). When exposed to workplace
ostracism, employees lack the social contact, trust, and support required from others. Consequently,
it affects learning behavior and information sharing (Wang, Qin, et al., 2021). The peers and organi-
zational support play a significant role in the workplace (Newman et al, 2017) as psychological
safety largely depends on the support from colleagues, their caring attitudes, and the trust
level among colleagues (Zhang et al., 2010). Similarly, a lack of such support may threaten psycho-
logical safety.

Furthermore, exposure to workplace ostracism is a critical workplace stressor (Glazer et al., 2021) that
may foster perceptions of unsafe work environments. Ostracized individuals have a higher risk of psycho-
logical depression, anxiety, and aggression (Twenge et al., 2007). Research indicates that a lack of psy-
chological safety arises from the presence of risk and discomfort in the environment (Holley & Steiner,
2005). Interpersonal threats, humiliation, fearfulness, ignorance, expulsion, indifference, lack of peer sup-
port, and unwillingness to give information and explanations may result in a lack of psychological safety
among victims. Similarly, psychological detachment is caused by workplace ostracism, which leads to
employees’ unsafe behavior (Chen & Li, 2020).

Furthermore, the COR perspective indicates that socioemotional resources contribute towards psy-
chological safety (Lee, 2021). However, situations of conflict, exclusion, boycott, and a lack of support
from the coworkers act as a social stressor, causing loss of psychological resources. Additionally, peo-
ple’s resources depend on the environment they're in, which can either help them grow and thrive or
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make it hard for them to create and maintain resources (Hobfoll et al., 2018). Thus, employees who
are more sensitive towards workplace ostracism are more likely to develop negative emotions (Wang,
Qin, et al, 2021), eventually forming negative perceptions of their colleagues and organization. They
may overthink about a trivial act or consider the omission of an act by a colleague as hostile. In such
an environment, they feel unsafe and ostracized in their work environment. Therefore, it is argued that
workplace ostracism may reduce employees’ perceptions of psychological safety. Consequently, we
suggest:

Hypothesis 3: Workplace ostracism is negatively related to psychological safety.

Mediating role of psychological safety

We further explore whether workplace ostracism influences affective commitment through psychological
safety. Previous research suggests that psychological strain is an important mechanism between work-
place mistreatment and its consequences (Liang, 2020). COR theory posits that individuals’ resources are
shaped by the surroundings they’re in, which can either support their growth and well-being or hinder
their ability to create and maintain resources (Hobfoll et al., 2018).

Commonly, safe and supportive social environments help people maintain and gain more resources
(Hobfoll et al., 2018). The employees’ perceptions of psychosocial climate and psychological resources
play a significant role in their innovative contributions and overall well-being (Brunetto et al., 2021).
COR theory also indicates that many resources, such as social support can reduce the negative effects
of unfavorable social environments on individuals (Van Woerkom et al., 2016). Similarly, social support
diminishes the detrimental impact of psychological violence on affective commitment (Courcy
et al.,, 2019).

Supervisors’ and coworkers’ support are the two most important workplace relationships for employ-
ees (Tu, Lu, et al,, 2019; Wang, Qin, et al., 2021). The behavior of supervisors and coworkers develops a
deeper commitment towards the organization (Tenbrunsel et al., 2003). According to the COR perspec-
tive, the availability of social support and social interaction, as social resources, helps to enhance an
intrinsic resource, such as psychological safety (Singh et al., 2018). Therefore, in case of employees, who
feel psychologically safe, have high energy levels and emotional resources, and consequently, their
involvement and dedication towards work is also high (Rabiul, Karatepe, et al, 2023). However, when
faced with workplace ostracism, the victims may feel psychologically unsafe, which in turn may dampen
their affective commitment. Consequently, we suggest:

Hypothesis 4: Psychological safety mediates the relationship between workplace ostracism and affective
commitment.

Methods
Population and sample

The study used a time-lagged field survey to reduce the issues related to common method variance
(Podsakoff et al., 2003). We collected data using self-administered surveys. The survey forms were
distributed among 600 full-time employees from the services sector in Pakistan. Service industries,
such as telecommunication companies, banks, and educational institutions in the Pakistani context
provide more opportunities for interaction among employees, which likely enhances the chances of
workplace ostracism (Jahanzeb & Fatima, 2018). In addition, these organizations have reported
instances of workplace ostracism (Anjum et al., 2022). The surveys were randomly distributed among
the participants and the participation was voluntary. We attached a cover letter with each survey
assuring the respondents’ data confidentiality and explaining the purpose of this study. The survey
was in English as it is the official language in Pakistan and previous studies in the region have also
used English surveys (Abbas & Bashir, 2020; Bouckenooghe et al., 2017; Fatima et al., 2023; Malik
et al.,, 2023).
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Data collection

The theoretical model is presented in Figure 1. To test the model, a three-wave time-lagged design was
used. At Time 1, data on workplace ostracism and employee demographics were collected. After three
weeks, at Time 2, employees responded to the items related to resource depletion and psychological
safety. Finally, another three weeks later, at Time 3, respondents were asked to provide data on their
affective commitment.

At Time 1, around 600 questionnaires were distributed, of which we received 550 completed surveys
(response rate of 91.67%). Of these 550 employees, 400 completed survey forms were received after
three weeks at Time 2 (response rate: 72.72%). Finally, after another three weeks, at Time 3, we received
around 300 survey forms. After screening for missing data and incomplete responses, the final sample
size was 271, yielding a response rate of 45%.

Measures

Workplace ostracism

Workplace ostracism was gauged with a 17-item revised Workplace Ostracism Scale (adapted from Ferris
et al., 2008: Fiset & Bhave, 2019). A few sample items used include ‘Others ignore you at work; ‘Others
leave the area when you arrive, and ‘Your greetings have gone unanswered at work’ The responses were
taken on a 7-point Likert-type scale with anchors ranging from 1=Never to 7=Always. The Cronbach’s
alpha reliability for this scale was 0.89.

Resource depletion

A 5-item scale developed by Deng et al. (2016) was used to measure resource depletion. The response
anchors ranged from 1=strongly disagree to 7=strongly agree. Some sample items used were as follows:
‘| feel lazy; and 'l feel like my willpower is gone’ The alpha reliability for this scale was 0.89.

Psychological safety

We used a 7-item scale developed by Edmondson (1999) to measure psychological safety. The responses
were taken on a 5-point Likert-type scale with anchors ranging from 1=strongly disagree to 5=strongly
agree. The sample items included, ‘Members of this organization are able to bring up problems and
tough issues; and ‘It is safe to take a risk in this organization’ The alpha reliability of this scale was 0.76.

Affective commitment
Affective commitment was measured using the Allen and Meyer (1990) instrument with five items.
Responses were recorded on a 7-point Likert-type scale. The anchors ranged from 1=strongly disagree

Figure 1. Theoretical model of the study. Note: Dotted lines reflect mediation effects.
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to 7=strongly agree. The sample items included, ‘I would be very happy to spend the rest of my career
with this organization; and ‘I really feel as if this organization’s problem is my own’ The alpha reliability
of this scale was 0.90.

Results
Reliability, validity, and correlations

First, to gauge the measurement model, we conducted a Confirmatory Factor Analysis (CFA) (Tabachnick
& Fidell, 2001). Discriminant validity was established by conducting CFA on various models. These results
are reported in Table 1. First, the CFA of the workplace ostracism revised scale was conducted to validate
the four-dimensional model of workplace ostracism. As reported in Table 1, the CFA result showed that
the indices for a four-factor model (CMIN/df=2.03; IFI=.94; TLI=.92; CFl=.94; RMSEA =.06) were better
than a one-factor model (CMIN/df=5.36; IFI=.74; TLI=.70; CFI=.73; RMSEA=.13). We ran another CFA and
tested a second-order one-factor model. The indices for a second-order one-factor model were slightly
better than the four-factor structure (CMIN/df=1.93; IFI=.95; TLI=.94; CFI=.95; RMSEA =.06). Therefore,
for the sake of parsimony, the second-order factor was considered and an aggregate measure for work-
place ostracism was used.

Finally, to establish the discriminant validity of all four variables (workplace ostracism, resource deple-
tion, psychological safety, and affective commitment), we conducted a confirmatory factor analysis (CFA)
to compare a four-factor structure with a single factor structure. The CFA results revealed that a four-factor
model provided a good fit to the data (CMIN/df=1.73, IFI=.92; TLI=.91; CFI=.92; RMSEA=.05) as com-
pared to a one-factor model (CMIN/df=4.07, IFI=.64, TLI=.61, CFI=.64, RMSEA=.11), thus establishing
discriminant validity of the study constructs.

Table 2 reports the means, standard deviations, correlations, and scale reliabilities for the variables.
The correlations between the study variables were in the expected direction. Workplace ostracism was
found to be positively related to resource depletion (r=.66, p<.01) and negatively related to affective
commitment (r=-.53, p<.01). Similarly, resource depletion was negatively related to affective commit-
ment (r=-.44, p<.01). Workplace ostracism was found to be negatively related to psychological safety
(r=-.48, p<.01). However, psychological safety was found to have positive relationship with affective
commitment (r=.45, p<.01).

Hypotheses testing

To investigate the direct and indirect effects, the study utilized PROCESS macro which uses bootstrap
methods (Hayes, 2013). Table 3 presents the results for hypothesis 1 and hypothesis 2. We also present

Table 1. Results of confirmatory factor analyses (measurement model).
CMIN/df CFI TLI IFI RMSEA

Confirmatory factor analyses (workplace ostracism)

Second order (linguistic ostracism, 1.93 .95 .94 .95 .06
general ostracism, cyber ostracism,
information ostracism)

Four-factor (linguistic ostracism, general 2.03 .94 92 .94 .06
ostracism, cyber ostracism, information
ostracism)

One-factor (linguistic ostracism, general 536 73 70 74 13
ostracism, cyber ostracism, information
ostracism)

Confirmatory factor analyses (all study measures)

Four-factor (workplace ostracism, resource 1.73 .92 91 .92 .05
depletion, psychological safety,
affective commitment)

One-factor (workplace ostracism, resource 4,07 .64 .61 .64 Al
depletion, psychological safety, affective
commitment)

df: degree of freedom; CFl: comparative fit index; IFl: incremental fit index; RMSEA: root mean squared error of approximation.
Note: Indices that are better fit are shown in bold.
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the results in Figure 2. Hypothesis 1 predicted that workplace ostracism would have a positive effect on
resource depletion. The results in Table 3 show that workplace ostracism had a positive relationship with
resource depletion (B=.92, t=14.36, p<.001), thus supporting hypothesis 1. Table 3 further shows that
resource depletion has a negative effect on affective commitment when controlling for ostracism (B=-.17,
t=-2.44, p<.01). Further, Hypothesis 2 predicted a mediation effect, whereby the relationship between
workplace ostracism and affective commitment was proposed to be mediated through resource deple-
tion. Table 3 shows that workplace ostracism was significantly related to affective commitment when
resource depletion was controlled for (B=-.61, t=-6.13, p<.000). Moreover, the bootstrapped indirect
effect of workplace ostracism on affective commitment through resource depletion was also significant
(B=-.16), as the bootstrapped 95% Cl did not contain zero (—.30, —.02). This suggests that a partial
mediation exists between workplace ostracism and affective commitment. Overall, these findings support
hypothesis 2 and suggest that workplace ostracism has a negative indirect effect on affective commit-
ment through resource depletion.

Table 4 presents the regression results for hypothesis 3 and hypothesis 4. Hypothesis 3 predicted that
workplace ostracism would have a negative effect on psychological safety. As shown in Table 4, work-
place ostracism has a negative effect on psychological safety (B=-.32, t=-8.85, p<.000), thus supporting
hypothesis 3. Also, psychological safety had a positive effect on affective commitment when controlling
for ostracism (B=.57, t=4.61, p<.000). Similarly, workplace ostracism had a negative effect on affective
commitment even when psychological safety was controlled (B=-.59, t=-7.11, p<.000). Finally, hypoth-
esis 4 predicted a mediation effect, whereby the relationship between workplace ostracism and affective
commitment was proposed to be mediated by psychological safety. As shown in Table 4, workplace
ostracism had an indirect negative and significant relationship with affective commitment through psy-
chological safety, as the bootstrapped 95% Cl did not contain zero (—.28, —.09). Overall, these findings
supported hypothesis 3 and hypothesis 4, and suggested that workplace ostracism both directly and
indirectly (through psychological safety) affected affective commitment.

Table 2. Means, standard deviations, correlations, and reliabilities.

Variables Mean SD 1 2 3 4
1. Workplace ostracism 2.40 92 (0.89)
(Time 1)
2. Resource depletion 3.99 1.29 66%* (0.89)
(Time 2)
3. Psychological safety 2.73 .62 —48** —.67%* (0.74)
(Time 2)
4. Affective commitment 3.66 134 —.53%* —A4** A45%% (0.89)
(Time 3)
Note: N=271; Cronbach’s alpha values are presented along the diagonal in parentheses.
**p<0.01

Table 3. Mediation effects of resource depletion (Time 2) in the relationship between workplace ostracism (Time 1) and
affective commitment (Time 3).

Variable B SE t p
Direct and total effects
Affective commitment regressed on workplace -77 .08 -10.19 .000
ostracism (path ¢, total effect)
Resource depletion regressed on workplace .92 .06 14.36 .000
ostracism (path a)
Affective commitment regressed on resource =17 .07 —2.44 .015
depletion controlling for workplace ostracism
(path b)
Affective commitment regressed on workplace —-.61 .09 -6.13 .000

ostracism controlling for resource depletion
(path ¢, direct effect)
B SE LL 95% CI UL 95% Cl
Indirect effect using bootstrap
-.16 .07 -30 -.02

LL: lower limit; Cl: confidence interval; UL: upper limit.
Note: N=271. Unstandardized regression coefficients are reported. Bootstrap sample size = 5000.
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Figure 2. Hypothesis testing results. Note: Dotted lines reflect mediation (indirect) effects. Significant Beta values are
presented.

Table 4. Mediation effects of psychological safety (Time 2) in the relationship between workplace ostracism (Time 1)
and affective commitment (Time 3).

Variable B SE t p
Direct and total effects
Affective commitment regressed on workplace -77 .08 -10.19 .000
ostracism (path ¢, total effect)
Psychological safety regressed on workplace -32 .04 —-8.85 .000
ostracism (path a)
Affective commitment regressed on psychological .57 12 4.61 .000
safety controlling for workplace ostracism
(path b)
Affective commitment regressed on workplace -.59 .08 -7.11 .000

ostracism controlling for psychological safety

(path ¢, direct effect showing mediation)
B SE LL 95% CI UL 95% Cl
Indirect effect using bootstrap
-.18 .05 -.28 -.09

LL: lower limit; Cl: confidence interval; UL: upper limit.
Note. N=271. Unstandardized regression coefficients are reported. Bootstrap sample size = 5000.

Discussion

Drawing on COR theory, this study examines how workplace ostracism drains individuals’ resources,
which leads to diminished affective commitment. This study contributes to the literature by showing that
workplace ostracism has a positive relationship with resource depletion. Respondents who reported a
high level of workplace mistreatment also reported high resource depletion. Workplace ostracism seems
to deplete resources (such as self-esteem, belongingness needs, self-control, etc.), consequently leaving
individuals emotionally drained and with reduced commitment.

Consistent with COR theory, our findings suggest that individual resources are depleted because of
the exposure to stressors, such as workplace ostracism. Previous studies indicate a negative relationship
between workplace ostracism and job attitudes, such as job satisfaction (e.g. Chung & Kim, 2017), and a
positive effect on turnover intentions (Wang, Du, et al., 2021). Consistently, the current study found a
negative relationship between workplace ostracism and affective commitment. These findings are note-
worthy for organizations that want to boost their employees’ affective commitment. COR theory suggests
that individuals possess a limited set of key resources (physical, personal, and social) that help them
handle job demands or stressful situations (Hobfoll, 2001). We found that workplace ostracism is a covert
mistreatment that threatens employees’ psychological safety, thereby reducing a critical psychological
resource. Psychological safety can help to promote desirable behaviors in the workplace (Robinson et al.,
2013). However, workplace mistreatments or interpersonal stressors (e.g., workplace ostracism) damage
these important psychological resources.

Furthermore, the findings of the current study extend the work of Wang, Du, et al. (2021) by provid-
ing an explanation for workplace ostracism causing resources to deplete and threaten psychological
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safety, consequently resulting in decreased affective commitment. These findings suggest that the envi-
ronments where there is high workplace ostracism may damage both psychological safety and other
personal resources. Consistent with COR, our study explains that resource depletion due to workplace
ostracism further reduces employees’ affective commitment. Additionally, by adopting a resource per-
spective, this study enriches the workplace ostracism literature by providing an additional account of
mediating paths and explaining its harmful effect on employees’ commitment. Finally, our findings sug-
gest that workplace ostracism may both directly and indirectly affect affective commitment. In other
words, workplace ostracism is a harmful interpersonal stressor that may directly or indirectly affect
important job outcomes.

Practical implications

This study supports the critical role that individual resources play in enhancing affective commitment.
Resources related to self-control and social support are necessary for affective commitment. A psy-
chologically safe organizational environment is likely to provide social support and relational resources
to employees, enhancing their other resources and making them more committed towards their
employers. Additionally, employees may be less affected by ostracism when working conditions are
characterized by trust and appreciation for risk taking. Similarly, this study suggests that managers
should especially consider mistreatments that are ambiguous in nature and not regulated by any
policy, such as ostracism. More specifically, managers should be cognizant of acts of ostracism and
deal with them immediately to protect employees from resource depletion and lack of psychological
safety. Moreover, managers should make efforts to maintain a good working environment where
employees do not ostracize their colleagues and maintain positive work relationships. Managers
should also develop training interventions to guide employees about how to avoid discriminatory
behaviors that lead to feelings of ostracism. For example, employees should be made aware of the
problem that talking in a language, that is alien to others, may develop feelings of ostracism
among others.

Similarly, hiding information and not replying to emails and official chats may also trigger feelings of
ostracism among others. Therefore, such issues should be regulated by policies to ensure employees do
not exhibit such counterproductive acts. Finally, given the evidence that psychological safety leads to
affective commitment, managers should ensure a psychologically safe work environment to foster affec-
tive commitment among the organizational members.

Limitations and future research direction

Similar to other studies, this study has some limitations. First, although this study used a time-lagged
design to avoid method bias issues, longitudinal studies or experimental studies are more helpful
in examining theoretically causal models. Future research may use these designs to examine the
intricate relationship between workplace ostracism and job outcomes. Second, our study sample
includes a variety of service industry organizations. Future research may replicate these findings in
other sectors as well, such as the manufacturing sector. Third, this study focuses only on
employees’ affective commitment. Future research may include other important work behaviors,
such as creativity and job performance. Finally, future research may also examine potential
moderators (e.g. mental resilience and psychological capital) for the effects of ostracism on work
outcomes.

Ethical approval

The study was approved by the ethical review committee of the authors’ university. All procedures per-
formed in this study involving human participants were in accordance with the ethical standards of the
institution.
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