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Politics is one of the most common yet least studied phenomena in organi-
zations. This study examines employees’ perceptions of organizational poli-
tics in the public sector and suggests that it mediates the relationship
between job congruence (e.g., person-organization fit and level of met-
expectations) and employee performance (e.g., organizational citizenship
behavior [OCB] and in-role performance). A survey was conducted among
303 individuals in public personnel from two local municipalities in the
north of Israel (first survey). Supervisors completed an assessment of
employees’ OCB and in-role performance six months later (second survey).
Path analysis using LISREL VIII was implemented to evaluate two alternative
models, direct and indirect. Findings of the study show that the indirect
model fits the data better than the direct model, and therefore supports a
mediating effect of perceptions of organizational politics scale (POPS) on the
relationship between job congruence and employee performance. Structural
coefficients among the research variables promote the theory on the affect
of job congruence and POPS on OCB and in-role behavior. The findings
contribute both to the understanding of antecedents of POPS as well as to
the exploration of some of its consequences. The paper concludes with
several implications and suggestions for further inquiry into politics in
public administration systems.

uring the last two decades the concept of Organizational Politics (OP) has received
increased attention in management literature. This attention relied partly on the
expectation of finding new answersto some old questions, such as what (dis)moti-
vates individuals at work and how can we better explain variations in employees behav-
ior and productivity? As a result, studies became particularly interested in the potential
relationship between workplace politics and individuals performances. The primary goal
of these attempts was to examine whether internal politics plays a significant role in set-
ting organizational outcomes, and if so, what are the nature and characteristics of thisrela
tionship.
Politics and political behavior in organizations seemed a promising field for theoret-
ical inquiry, not only because of their practical implications, but for some other reasons as
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well. First, modern societies searched for better efficiency and effectiveness in organiza
tions in order to successfully respond to the increasing demands of their citizens. Schol-
ars were urged to provide new explanations of and remedies for the decline in
organizational outcomes in both the business and the public sector. Internal politics and
power relations between organizational members appeared to account at least for some of
these problems.

Second, politics represented a creative approach to the understanding of organiza
tional dynamics, which for many years had been particularly overlooked. Many scholars
agreed that politics was a common phenomenon in every organization,1-8 yet few compre-
hensive attempts were made to fully understand it. Studies were preoccupied with other,
mainly formal, aspects of workplace activities and preferred categorizing the political
arena as a less significant dimension of the organizational nature. Consequently, the field
was much understudied until the 1970s and 1980s.

Third, this approach was interdisciplinary, and employed classic terminology rooted
in conventional political science and sociological theory. The common perception was that
politics in the workplace was a necessary evil that no individual or society could avoid,
but it was no different from many other difficulties that had to be borne. Therefore, man-
agement literature consistently considered politics, power, and influence relations among
stakeholders as illegitimate, informal, and dysfunctional, as against authority and formal
organizational design, which were described as apolitical and functional . Scholars like
Block stated bluntly that “politics (in organizations) is basically a negative process. If |
told you you were a very political person, you would take it either as an insult or at best
as a mixed blessing.”10 OP was presumed to describe a dark and exceptional aspect of
workplace activity.11

With growing interest in workplace politics, some studies have suggested promoting
amore empirical approach to the examination of its outcomes. However, only recently have
a few scholars responded positively to this challenge, and most of them have focused on
employees attitudes as the prime outcomes of OP.12-14 As aresult, scant empirical evidence
exists today that can support the (possibly negative) effect of internal workplace politics
on employees outcomes, and especially on objective performance evauations. The main
goal of this study is to contribute to the development of theoretical thinking on OPR, and
more specifically to demonstrate the relationship between job congruence, perception of
organizational politics, and two constructs of employees’ reactions. In-role performances
and organizational citizenship behavior (OCB).

The thesis developed here is that employees respond to the political climate of their
work environment both formally and informally. Job congruence is expected to affect indi-
viduals' perception of politics, and both politics and congruence with the work sphere are
presumed to have an influence on employee performance. Note that while the focus of this
study is on public personnel management, much of the theory developed, as well as the
findings and the conclusions, are also relevant to the private sector.

186 Public Personnel Management Volume 29 No. 2 Summer 2000



Theory, hypotheses, and models

OP isacomplex phenomenon that appears to have no clear definition. Scholars have treat-
ed this slippery concept in many ways. They described it as ways to get ahead in an orga-
nization, as dynamic processes of influence that produce organizationaly relevant
outcomes beyond the simple performance of job tasks, or as the management of influence
to obtain ends not sanctioned by the organization or to obtain sanctioned ends through
none-sanctioned influence means.15.16 Ferris, Fedor, Chachere and Pondy suggest that OP
isasocia influence process in which behavior is strategically designed to maximize short-
term or long-term self-interests, which is either consistent with or at the expense of oth-
ers interests.17 Pfeffer defined OP as those activities carried out by people to acquire,
enhance, and use power and other resources to obtain their preferred outcomes in a situa-
tion where there is uncertainty or disagreement.18 This perception is much in line with
Mintzberg who argued that politics refer to “individual or group behavior that isinformal,
ostensibly parochial, typically divisive, and above al, technically illegitimate—sanctioned
neither by formal authority, accepted ideology, nor certified expertise.” 19 Most of these def-
initions correlate OP with persona struggles, conflicts, influential activities, and, most
importantly, inequity and unfairness, which result from the strong ambitions or aspirations
of those who hold power in the workplace.

Perception of organizational politics

A variety of perspectives and methods were advanced to understand politics in organiza
tions.20-29 One of the most common approaches is relatively new and began to flourish at
the end of the 1980s. Progress was made with the works of Ferris, Kacmar, and their col-
leagues, who focused on employees’ subjective perception of organizational politics rather
than on political behavior or influence tactics per se. Concentration on perception of pol-
itics instead of actual political behavior appeared to stem from the fact that the former is
more easily defined, explained, and empirically measured. However, perception reflects
individuals' opinions of the social-political atmosphere of a work unit, and as such it can
be categorized as an indirect measure of OP. Not surprisingly, this variable faced some crit-
icism regarding its ability to represent the entire political environment in organizations.30
Nevertheless, a consensus exists that it embodies an important dimension of the intraor-
ganizational climate created by power struggles and influence tactics of all organizational
members.

As was suggested by Ferris, Kacmar, and their colleagues, perception of organiza-
tional politics represents the degree to which respondents view their work environment as
political in nature (promoting the self-interests of others), hence, unjust and unfair from
the individual point of view.31.32 This approach is rooted in Kurt Lewin’s argument that
people respond to their perception of readlity, not to reality itself. Politics in organizations
should similarly be understood in terms of what people think rather than what it actually
represents.33 This idea yielded a scale for the measurement of political perception termed
the “Perception of Organizational Politics Scale” (POPS). Different studies resulted in sev-
eral versions of this scale.34-36
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Severa of these studies sought to examine the antecedents of POPS and argued the
existence of three groups of influences.37.38 The first group consisted of general personal
influences like age, sex, and self monitoring. The second group was termed organization
influences and included variables like centralization, formalization, hierarchical level, and
span of control. The third group of antecedents, named job/work environment influences,
was based on variables such as job autonomy, job variety, feedback, advancement oppor-
tunity, and interaction with others. Most studies accepted this theoretical framework and
showed its usefulness for the understanding of workplace politics. However, few tried to
elaborate on other factors that may be important in that regard. This should be noted, since
the ratio of explained variance in most of these studies was moderate and ranged around
0.30-0.41.3940 Therefore, some further efforts in pointing out other predictors of political
perceptions may contribute to our knowledge of this intriguing manifestation.

Relying on the above, the present study suggests taking a step forward and examin-
ing the effect of job congruence on perception of organizational politics and employee per-
formance. Studies have mentioned job congruence as an important determinant of
employees productivity and performance. For example job congruence was found to be
related to job stability/persistence and to performance evaluations in 774 employees in
Israel .41 Other studies also mentioned the importance of job congruence, organizational
climate, and general culture as crucia factors that may facilitate employees coping abili-
tiesin anew work environment and during the initial integration stages in organizations.42
Additional studies suggested that newcomers are aware of the ongoing politics within the
organization but must go through a learning process of gaining the acceptance of others.
Job congruence can help them to successfully cope during this period and adapt to the
political environment.43.44 Therefore, it is only natura to try to relate job congruence to
organizational politics, which represents a meaningful domain of workplace atmosphere.

Job congruence and organizational politics

Job congruence generaly refers to the basic compatibility of an employee with his/her
workplace and specific job. It also reflects alevel of fulfilled aspirations and expectations
of the work environment in its broad sense. This study treats job congruence as being com-
prised of two constructs. employees’ level of met expectations (ME) and person-organiza-
tion fit (POF). These are two well established factors reflecting the adaptability of an
individual to hissher work surroundings. Studies defined ME as the discrepancy between
what a person encounters on the job in the way of positive and negative experiences and
what he/she expected to encounter.45 Bretz and Judge (1994) defined POF as the degree to
which individuals (skills, needs, values, and personality) match job requirements.46 The
higher ME and POF are, the higher the congruence of the individual’s characteristics and
expectations with the organizational environments and demands.

The congruence between an individual and the workplace is expected to have a neg-
ative effect on an employee’s perception of organizational politics. The rationale for this
relationship is based on severa studies, which argued that individuals are more likely to
have apositive evaluation of an organization when their goals are met than when their aspi-
rations are threatened.47.48 The basic model of Ferris, Kacmar, and their colleagues aso
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mentioned the job/work environment influences as potential predictors of politics percep-
tions. Variables like job autonomy, job variety, feedback, advancement opportunity, and
interaction with others represent one's level of fit and compatibility with the workplace.
This fit may reduce employees perception of organizational politics. Those who better fit
the organization and have more realistic expectations are presumed to view the environ-
ment as less aggressive, less power seeking, more fair and equal, and thus apolitical.

The importance of fit and expectations in socia life and their implications for the
study of politics was further advanced in other works, which argued that actors in every
socia political system are motivated by the cost and benefits of their activities and the
mutual political exchange relationships with the environment.4® Those who better fit the
organization and succeed in fulfilling self aspirations will tend to develop positive per-
ceptionstowards their social and work environment. When such congruence exists employ-
ees will perceive the organization as less political and responding well to their needs and
aspirations. They will probably attribute their success to factors other than politics, such
as their own qualifications and level of performance at work. However, individuals who
do not fit a specific job or work unit are expected to perceive the organization more neg-
atively. When job congruence is low it is more likely that employees will feel disappoint-
ed and frustrated and will develop aienation from the organization and their surroundings.
Such feelings may broaden the emotional as well as the functional gap between a person
and her/his job. Conseguently, employees will tend to attribute their failure to achieve their
goals to the political system of the organization rather than to themselves.

The relationship between job congruence and performance at work is even more
established in management theory. The expectancy theory argued that expectations signif-
icantly affect an employee’s motivation, perception, and performance in the workplace.50
The expectancy theory suggests that a better fit between individuals and their work envi-
ronment enhances an employee’s met expectations. When one’s personal characteristics
and attitudes are close to those of the workplace, a better fit can be expected between one
and on€e's job/work. Organizations that employ better fitted individuals have significant
advantages over other organizations. They show high levels of production and improved
quality of performances, and they encounter only minor problems of absenteeism and
turnover.

Empirical evidence exists today to support these claims. An extensive meta-analysis
of 31 studies and 17,241 people found correlation of —29 between met expectations (ME)
and intentions to leave the organization. A correlation of .19 was reported between ME
and job survival, and of .11 between ME and job performance.5! Other studies examined
person-organization fit (POF) as a construct of work adjustment and affirmed a positive
effect of POF on tenure, satisfaction, and other constructs of career success.52 These argu-
ments led to the first hypothesis in this study:
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Hypothesis 1: Job congruence is negatively related
with perception of organizational politics and
positively related with employee performance

Consequences of organizational politics

Most studies on organizational politics naturally expected to find politics related with poor
employee performance or as a potential source of work stress.53.54 However, this relation-
ship seems far more complex. Bozeman and his colleagues elaborated on the effect of per-
ception of politics on four outcome variables: organizational commitment, job satisfaction,
intention to turnover, and job stress. No direct relationships were found in this two-study
investigation, yet some interactive relationships were found between perception of organi-
zational palitics, feelings of self-efficacy, and the outcome variables. Specifically, individ-
uaswith high job self-efficacy perceived organizational politics as athreat, and thus exhib-
ited lower levels of organizational outcomes (organizational commitment and job satisfac-
tion) than persons with low job self-efficacy.55

A more balanced approach to OP was adopted in other studies. In a survey conduct-
ed by Gandz and Murray over half of the respondents thought that politics in an organi-
zation means unfair, bad, irrational, and unhealthy behavior. Nonetheless, many believed
that political behavior is necessary if one wants to be a good employee or a successful
manager and get ahead in the organization.56 An early work of Hirschman suggested that
political behavior is alegitimate fight response to different conflicts or to adeclinein orga-
nizations.57 It was also argued that OP is alegitimate way for people to take effective action
in the organizational context by having control over information, flexibility and statecraft.
5859 These studies imply that OP is not necessarily related to negative work outcomes.
Other studies stated that OP is a natural socia influence process.60.61 Workplace politics
may have functional as well as dysfunctional consequences and can be helpful or harmful
for members of the organization. OP may have severa positive outcomes (e.g., career
advancement, recognition and status, enhanced power and position, accomplishment of
personal goals, control, and success). It may aso result in harmful outcomes (e.g., loss of
strategic power, position credibility, negative feelings toward others, internal feelings of
guilt). More important for this study, a majority of these works argued that organizations
with extremely high levels of interna politics will eventually have to face hampered job
performance of their members.

Theories of organizational conflict may also be useful in analyzing the possible con-
sequences of OP. These ideas view organizations as rife with power struggles and politi-
cal processes.62 Conflict in organizations may have negative effects on the aggregate ability
of organizations to function efficiently. Conflict in the workplace is amost inevitable, and
operative measures have to be taken to prevent its negative effect on employee perfor-
mance. Nevertheless, conflict can also balance power relationships, promote flexibility and
adaptability, and prevent stagnation of work units. It also has the potentia to enhance
growth and stability, guard against “groupthink,” and facilitate effective decision-making.
This can be achieved only if conflict and internal politics are wisely used by the organi-
zational leadership to create a feeling of productive competition under fair terms among
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al players. Note, however, that only few studies have provided sound empirical support
for this theoretical rationale and therefore the relationship between OP and employee per-
formance remains vague.

Employee performance

So far this article has discussed employee performance as one construct. However, we
examined both formal (in-role) and informal (extra-role) individual performance. In-role
performance usually refers to duties and responsibilities one executes as an integral part
of one's job assignments. Extra-role behavior describes activities beyond formal job
reguirements that one chooses to do without expecting any direct reward. These formal and
informal activities contribute to the general health and prosperity of the work unit. Among
them, organizational citizenship behavior (OCB) is the one that has received considerable
attention in management literature during the past decade. OCB had its roots in the work
of Katz and Kahn, who argued that an important behavior required of employees for the
effective functioning of an organization is the undertaking of innovative and spontaneous
activities beyond the prescribed role requirement.63 OCB consists of informal contributions
that participants can choose to make or withhold, without regard to sanctions or formal
incentives. For example, this behavior may show exceptional willingness to assist others
with their work duties, helping new employees, or using the organizational resources only
when necessary. Many of these contributions, aggregated over time and people, were
thought to enhance organizational effectiveness.64 OCB was described as the “ good soldier
syndrome,” which every organization must foster.65

Further, the idea was suggested that better measurement of OCB should aso include
items representing in-role behaviors because such an analysis would clarify whether the
respondents differentiated intra-role and extra-role behaviors.66 This recommendation was
strongly supported in other studies, which found that the boundary between intra-role and
extra-role behavior was ill-defined and varied from one employee to the next and between
employees and supervisors.67 While OCB refers to informal behaviors aimed at enhancing
organizational outcomes, in-role performances refer to a set of required behaviors one is
expected to display in on€'s job and for which one is directly rewarded. These activities
comprise duties, routine tasks, and ad-hoc requests of the immediate supervisor. Some-
times they are part of the organizational formal procedures and regulations, but they are
always perceived as an essential part of the contiguous production process. For this rea-
son, the present study has undertaken an integrative approach to the measurement of OCB,
using both in-role and extra-role behaviors in one scale.

Perception of organizational politicsis predicted to be negatively related to OCB and
in-role performance. High levels of OP usually reflect an unfair organizational environ-
ment in which those who hold more political power determine criteria of resource alloca
tion and distribution. This is generally done with only minor concern for objective
standards, fair priorities, and actual needs of the rest of the organization members. Stud-
ies suggested a relationship between constructs of procedura justice (e.g., time since last
promotion or time since last appraisal) and perception of politics.68 Arguments which sup-
port the relationship between justice and performance in the workplace can also be found

Internal Politics in Public Administration Systems 191



in numerous other studies.6%-72 For example, it was argued that a leader’s fair or support-
ive behavior may create a need in subordinates to reciprocate. One way to “pay back” a
leader for his’her supportive and fair behavior is by performing better or engaging in cit-
izenship behavior. Employees consider their leader the key representative of the organiza-
tional justice process because of his’her frequent contact with them. A person’s sense of
fairness would depend very much on the leader’ s behavior and fairness values.”3

Other studies found that supervisors have a direct influence on subordinates' behav-
ior by increasing the fairness of interactions with them.74 This idea can be extended to
include other organizational members as well. Managers and co-workers are continuously
responsible for the formation of the political climate in the workplace. Organizations rife
with political maneuvering and power struggles usually have less concern with fairness
and equity values. They enable the powerful ones to gain more advantages and benefits
than others. Therefore, in-role performance, and especialy OCB, may be negatively relat-
ed with the general political atmosphere in a given work unit. One study Farh et a. (1990)
partialy supported this notion and found that higher levels of justice and fairness (lower
levels of organizational politics) encourage employees to respond with higher levels of
OCB?7. Building on the exchange approach, employees with high job congruence will per-
ceive their environment as more fair, and therefore will reciprocate with better perfor-
mance. That is, organizations that create a culture and atmosphere of equity and a fair
distribution of social and political resources may increase an employee's formal perfor-
mance as well as willingness to engage in OCB. Thus, a second hypothesis is proposed:

Hypothesis 2: Perception of the existence of
organizational politics is negatively related to in-role
performance and organizational citizenship behavior

Since perception of organizational politics largely reflects attitudes towards fairness and
equity in the organizational arena, it is also expected to mediate the relationship between
an individua’s congruence with the job/work environment and personal performance.
Schein argued that employees may be expected to develop attitudes toward the political
climate of the work unit only after they spent a reasonable period of time in the organiza-
tion. During the first stages of entering the organization they experience political events
only as bystanders. However, with time, they are bound to actively enter into situations
where their personal power and influence abilities are confronted with other employees
ambitions. The results of such confrontations can be trandated to positive or negative work
outcomes.?6

The proposition that perception of organizational politics is a mediator between job
congruence and employee performance is based on previous studies.”7-79 These studies
argued that perception of politics mediates the relationship between some job/work influ-
ences and individuals' outcomes such as job anxiety, job stress and burnout, organization-
a withdrawal, turnover, absenteeism, job satisfaction, effectiveness, loyalty, and
commitment. Perception of politics was found to have a negative relationship with job sat-
isfaction and with organizational commitment. It was also positively related to job stress
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and burnout. However, to our knowledge, almost no evidence exists today as to how pol-
itics affects formal and informal performance evaluations of employees by their supervi-
sors. Relying on these findings it is expected that:

Hypothesis 3: Perception of organizational politics
mediates the relationship between job congruence
and employee performance

Models

Two models are suggested to test the contribution of organizational politics to the under-
standing of variations in employee performance. These models have the advantage of
examining the entire theoretical conception of the study as one integrative view. They
extend the implications of the hypotheses, which elaborate on some meaningful, yet spe-
cific and relatively limited relationships between OP, job congruence, and performances.

The indirect/research model: This model relies on the literature of perception
of organizational politics. It assumes that OP does make a difference and can affect
employee performance. The general conception is that internal politics mediates the rela-
tionship between job congruence and employee performance. High job congruence results
in low perception of organizational politics and a perception of fair resource distribution.
In this environment employees feel equally treated and as having reasonable chances of
achieving interests and ambitions. Also expected is an increase in job performance, which
is the reaction to such positive attitudes towards the organization, managers, and co-work-
ers. Thus, it is anticipated that low perception of organizational politics lead to an increase
in formal outcomes (in-role performance) as well as informal outcomes (OCB).

The direct/alternative model: This model excludes organizational politics from
the analysis of individual performance in the workplace and expects to find that job con-
gruence is directly related to employee performance. Thus, organizational politics, fair-
ness, and justice in the workplace have only a minor effect, or no effect at al, on employee
performance. The alternative model must be examined in comparison with the research
model in order to more strongly support the latter.80 The model aso represents the null
hypothesis in our study and, if supported, it implies that analyzing perception of organi-
zational politics makes no meaningful contribution to the understanding of employee per-
formance.

Method

Sample and procedure

A two-phase survey of 411 employeesin two local municipalities located in northern Israel
was conducted between May 1996 and January 1997. The employees had not taken part
in any other study during the previous two years. Participation in the research was volun-
tary and employees were assured of full confidentiality in the data analysis. To ensure this
process, the research staff distributed the questionnaires in the departments and collected
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them directly from the respondents after they had been completed. Alternatively, employ-
ees had the option of returning the questionnaires by mail in a sealed envelope provided
by the researcher.

In the first survey, employees were asked to provide information about their feelings
regarding fit with the organization and their level of met expectations. They also provided
information on their perception of organizational politics. In the second survey, which took
place six months ater, supervisors completed a detail ed questionnaire on theformal and infor-
mal performance of their employees. Thisinformation was obtained only for those who com-
pleted the questionnaires during the first survey. A total of 303 questionnaires (return rate of
73.7%) were used in the final analysis. A breakdown by occupation showed that 17% of the
sample were blue-collar employees, 43% clerical and administrative workers, 20% high-tech-
nical workers, and 20% engineers, architects, and other professionals. Fifty-six percent of the
sample were female, 77% married, 89% had afull-time job, and 33% were low-level or mid-
die-level managers. Average age was 44.2 years (s.d.= 10.3); average tenure in the organiza-
tions was 11.8 (s.d.= 8.6); 32% of the respondents held a B.A. degree or higher. The demo-
graphic characteristics of the sample were quite similar to those of the total population in the
two organizations that participated in the study: 57% females, 74% married, average age 45,
average tenure in the organization 9 years, and 31% with B.A. degree or higher.

Measures

Perception of Organizational Politics Scale (POPS): This variable was measured
during the first survey by a short version of perception of political scale (POPS).81 Other
studies, like this one, defined POPS as the degree to which the respondents view their work
environment as political, and therefore unjust and unfair. The original scale of POPS was
suggested by Kacmar and Ferris and included 40 items. We decided to follow Kacmar and
Carlson’ s study, which used the most parsimonious set of only 12 items. Sample items are:
(1) “Favoritism rather than merit determines who gets ahead around here;” (2) “Rewards
come only to those who work hard in this organization” (reversed item); (3) “There is a
group of people in my department who always get things their way because no one wants
to challenge them.” The scale ranged from 1 (strongly disagree) to 5 (strongly agree), so
that a higher score means higher perception of organizational politics. Reliability of the
scale was 0.77, which is quite similar to that reported in other studies (e.g., 0.74 in Ferris
and Kacmar, 1992; 0.76 in Parker et al., 1995).

Independent variables

Met Expectations (ME): Employee's met expectations represent the discrepancy
between what a person encounters on the job in the way of positive and negative experi-
ences and what he/she expected to encounter.82 This variable was measured at T1 by the
9-item scale.8 Respondents were asked to describe how well their expectations about their
immediate supervisor, kind of work, co-workers, subordinates, physical working condi-
tions, financial rewards, career future and organizational identification, and their overall
jobs had been met in recent months. The scale for this measure ranged from 1 (never or
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very seldom) to 5 (very frequently or completely). Reliability was .83, close to the 0.85
reliability found in other studies.8

Person-Organization Fit (POF): A comprehensive 15-item scale for the measure-
ment of POF was suggested in arecent study.8 This scale was proposed to include four dif-
ferent perspectives of fit. The first assessed the degree to which individua knowledge, skills,
and abilities match job requirements. The second determined the degree of congruence
between individual needs and organizational reinforcement system and structure. The third
matched patterns of organizational values and patterns of individual values. The fourth per-
spective concerned individua personality and perceived organizational image as key con-
structs of POF. We applied al these dimensions with one exception: the scale here included
only 13 items because we decided to omit two items unsuited to a public sector setting. The
scale included two sets of questions, the first asking respondents to indicate how descriptive
each statement was of their current organizationa environment. The second set asked them
to indicate how well each statement described them personally. Naturally, the two sets were
quite similar in content. In line with the above study, the amount of fit was operationalized
as the sum of the differences between responses to corresponding items on the two sets of
guestions. The scale for each item was of 5 points, ranging from 1 (not at all true) to 5 (def-
initely true). Sample pairs of itemsincluded: (1a) “ This organization encourages and rewards
loyalty” versus (1b) “I believe organizational loyalty should be encouraged and rewarded;”
(24) “This organization offers long-term employment security” versus (2b) “I believe orga-
nizations should offer long-term employment security to their employees.” This scale was
applied during the first survey, and its reliability was .78.

Dependent variables

Organizational Citizenship Behavior (OCB) and In-role Behaviors: On the basis
of previous studies, a mixed scale of OCB and intra-role behaviors was used.8.87 This was
done to better define the boundaries between the two performance measures, which are
sometimes difficult to distinguish. Two fairly clear-cut factors of OCB were found in other
studies.88 One factor suggested the quality of altruism, whose component items all concerned
helping a specific person, be it the supervisor, a co-worker, or a client. The other factor, at
the time labeled general compliance, appeared to represent amore impersona sort of OCB—
conscientiousness in attendance, use of work time, and adherence to various rules, but a con-
scientiousness that far surpassed any enforceable minimum standards. It implied more of a
“good soldier” syndrome of doing things that were “right and proper,” but doing them for
the sake of the system rather than for specific persons. Consequently, a 20-item list taken
from the empl oyee studies was presented to the supervisors during the second survey. Twen-
ty-one supervisors completed the list and evaluated each of their employees’ behavior over
the past year. Each item was measured on a scale ranging from 1 (never) to 5 (dways).
Principal component factor analysis with varimax rotation revealed three clear factors.
The largest factor included 8 items and was labeled OCB dltruistic since al of its items
referred to helping a specific person, either the supervisor or a co-worker. The resultant
Cronbach’saphafor thisfactor was .93. The second factor included 5 items representing the
more impersonal sort of OCB. In accordance with the literature, this factor was labeled OCB
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compliance. All the items included in this factor displayed conscientiousness and responsi-
bility towards the normal operation of the organization, over and above formal requirements
of job duties. A Cronbach’s apha of .80 was achieved. A third factor generated by the analy-
sisincluded 7 items, all of them dealing with formal duties at work, and therefore this factor
was labeled in-role performance. Cronbach apha for this factor was .92. Factor analysis
showed that the supervisors were able to distinguish intra-role and extra-role performance (the
two OCB factors) in their particul ar setting. Studies argued that because the two OCB dimen-
sions represent distinct classes of citizenship behavior, they should be analyzed separately. It
was also suggested that the two OCB dimensions can have different antecedents, as demon-
strated in their results. The present study, based on these suggestions and on the findings of
a confirmatory factor analysis (CFA), which will be presented in the findings section, ana-
lyzed the three dimensions as distinct but related constructs.

Path analysis and evaluation of the models

The two models were assessed using path analysiswith LISREL VIII. A covariance matrix
among the research variables, using listwise deletion of missing values, formed the input
for the path analysis. The common approach is to estimate structural relationships among
variables that are free of measurement errors. However, we implemented another technique
in which the multi-item scales were treated as single indicators of each construct.8® There-
fore, we also corrected for measurement errors in our models. To correct for random mea-
surement errors, the random error variance associated with each construct was equated to
the value of its variance multiplied by the quantity one minus its estimated reliability.90
Other studies have also used this approach.91.92 Moreover, the utility of the approach was
supported in another study which showed that latent variable analysis yielded virtually
identical parameter estimates of direction, magnitude, and significance.®3 Results of this
procedure, however, diverged substantially from the uncorrected single-indicator analysis.

To correct for random measurement errors the random error variance associated with
each construct was equated to the value of its variance multiplied by the quantity one minus
its estimated reliability.%0 Other studies have also used this approach.91.92 Moreover, the
utility of the approach was supported in another study, which showed that latent variable
analysis yielded virtually identical parameter estimates of direction, magnitude, and sig-
nificance.?3 Results of this procedure, however, diverged substantially from the uncorrect-
ed single-indicator analysis.

Fit indices

10 indices were used to asses the fit of the models. The first one was the chi-square test,
which is the most basic and essential for the nested model comparison. A low and non-
significant value of chi-square represents good fit to the data. The chi-square test is sensi-
tive to sample size, so the ratio of the model chi-square to degrees of freedom was used
as another fit index. A ratio up to 2 was considered in this study as a satisfactory value.
Moreover, the use of chi-square is based on the assumption that the model holds exactly
in the population. As noted elsewhere, this may be an unreasonable assumption in most
empirical research since it means that models which hold approximately in the given pop-
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ulation will be rejected in large samples.®4 Therefore, we used the Root Mean Square Error
of Approximation (RMSEA).95.9 A value of .05 indicates a close fit and values up to .08
represent reasonable errors of approximation in the population. Some other fit indices are
also reported as less sensitive to sample size differences and to the number of indicators
per latent variable increase.97 Six of these indices were used in this study: the Relative Fit
Index (RFI), the Comparative Fit Index (CFl), the Normed Fit Index (NFI), the Non-
Normed Fit Index (NNFI), the Goodness of Fit Index (GFI), and the Adjusted Goodness
of Fit Index (AGFI).

The RFI and the CFl were developed to facilitate the choice of the best fit among
competing models that may differ in degree of parameterization and specification of rela-
tions among latent variables.%8.99 They are recommended as being the best approximation
of the population value for a single model. The closer their value to 1 the better the fit.
NFI was proposed in earlier studies and is additive for the nested-model comparison.10 |ts
value should be close to 1 to indicate a good fit. However, it has the disadvantage of being
affected by sample size, and on some occasions it may not reach 1.0, even when the model
is correct (especially in small samples). This difficulty was resolved with the modified
index called NNFI, which has the major advantage of reflecting model fit very well at all
sample sizes. As with NFI, a value closer to 1 reflects better fit. The last two indices do
not depend on sample size explicitly and measure how much better the model fits than no
model at all. Both these measures should be between zero and 1, and a value higher than
.90 is considered very good. Another recommended index for the selection of one of sev-
eral a priori specified models is the Expected (single sample) Cross-Validation Index
(ECV1).101 Thisindex is ameasure of the discrepancy between the fitted covariance matrix
in the analyzed sample and the expected covariance matrix that would be obtained in anoth-
er sample of the same size.102

Path coefficients

Testing the quality of two or more apriori alternative models should rely mainly on a vari-
ety of fit indices, as described previously. However, it does not necessarily imply that one
model is superior or the correct causal model. Another important criterion for the quality
of the model is the plausibility criterion.103 This criterion means that the path coefficients
in the plausible better-fit model well adhere to the general theoretical conception and to
the hypotheses. This adherence should hold in terms of magnitude as well asin the expect-
ed directions. Accordingly, a model that fits the data well, but many of whose theoretical
paths do not support the theoretical arguments, cannot be defined as correct. There has to
be some balance between the fit indices and the theoretical predictions or hypotheses
regarding the relationships among research variables. The accuracy of the theoretical pre-
dictions can be tested by the path coefficients in each of the models, as was done in this

study.
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Findings

Descriptive statistics

Table 1. Descriptive statistics and intercorrelations for the study

variables (reliabilities in parentheses)

Variable Means S.D. 1 2 3 4 5 6
Person-Organization Fit (POF) 3.36 .67  (.78)

Met Expectations (ME) 3.05 .67 A5 (.83)

Perceptions of Organizational

Politics Scale (POPS) 3.06 .60 -.46"* -53"* (.77)

OCB Altruistic 340 .80 .01 2% -16™  (.93)

OCB Compliance 3.77 .68 A1 .09 14 36" (.80)

In-Role Performance 4.19 .66 12" .03 -14 557 58 (.92)

N=298-303 due to missing values
*P<.05 **P<.01 ***P<.001

The descriptive statistics and intercorrelations of the research variables are present-
ed in Table 1. Reasonable psychometric properties were found for all the measures. The
correlations between the OCB constructs and in-role performance were relatively high
(r=.36 to r=.58; P<.001) yet till typical for such variables. More importantly, they did not
exceed the critical point of .60. These findings reduce the possibility of multicollinearity
among the independent variables. Other correlations among the variables indicate that
POPS was negatively related to ME and POF (r=—46; P<.001 and r=—53; P<.001 respec-
tively). POPS was also found to be negatively related to OCB altruistic and to OCB com-
pliance (r=—16; P<.01 and r=—14; P<.01 respectively). These conditions are mentioned
elsewhere as necessary for the support of a mediating effect, and therefore imply that POPS
may indeed play a mediating role in the research model.104.105

Confirmatory factor analysis

See Table 2.
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A confirmatory factor analysis (CFA) using LISREL VII was performed to estimate
the internal dimensionality of the dependent variables. Thiswas done to more strongly sup-
port the use of formal and informal measures of performance in one model. It aso con-
firmed the assumption that the two OCB constructs (altruistic and compliance)
substantially differ from each other and deserve a separate representation in the models.
The three-factor model placed the 20 indicators of OCB altruistic, OCB compliance, and
in-role performance on separate latent factors. This model was compared with three two-
factor models, which forced the indicators of two subscales into asingle factor, and forced
the remaining indicators of the remaining subscale into a single factor. The three-factor
model was also compared with a single-factor model where all 20 indicators were forced
into a single latent factor. The findings, presented in Table 2, reveal that the three-factor
model fitted the data better than any of the two-factor models or the single-factor model.
A chi-square difference test shows that the restrictions added to al the alternative models
significantly reduced the fit of these models in comparison with the three-factor one.106
Ancther analysis was performed to test the dimensionality of the two OCB subscales. In
this analysis only the indicators of the two OCB subscales were tested. The two-factor
model placed the 13 indicators of OCB altruistic and OCB compliance on separate latent
factors. It was compared with a single-factor model, which placed all 13 indicators on a
single latent factor. The findings presented in the lower portion of Table 2 reveal a better
fit with the data of the two-factor model than the single-factor model. The chi-sgquare dif-
ference test also shows that the single-factor model reduced the fit with the data. The above
analyses reconfirm the examination of both formal and informal performances, as well as
the separate use of OCB altruistic and OCB compliance in one model.

Models assessment

See Table 3.

Figure 1 describes the two models evaluated here. Table 3 estimates the goodness of
fit statistics for these models. As Table 3 shows, the indirect model (Model 1a) clearly pro-
vides the best fit. The fit indices for this model show a small, non-significant chi-square
(6.89); the ratio of chi-square to the degrees of freedom is lower than 2 (1.15); RFI is .96,
NNFI is .99, CFl is 1.00, AGFI is .97, ECVI is .12, and RMSEA is .02. The dternative
direct model provides a relatively inferior fit with the data. The chi-square is significant
(42.07; P< .001), indicating lower fit of this mode than the mediating model. Other fit
indices of the direct model also show a meager fit with the data: RFI is .63, NNFI is .65,
CFl is .91, AGFI is .77, ECVI is .25, and RMSEA is .18. These findings provide some
support for hypothesis 3, which expected to find that perception of organizational politics
mediates the relationship between job congruence and performances.

Figures 1a and 1b also provide the structural coefficients for the models. As men-
tioned, the path coefficients, their significance, and their magnitude furnish the important
plausibility criterion for model evaluation. Thus, an additional indication that the mediat-
ed model is better than the alternative/direct model can be found in the path coefficients.
All the paths in the mediated model (6 out of 6) were significant, as compared with only
3 out of 7 in the direct model. [This excludes paths among the depended variables which
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were set to describe their inter-relationships according to Morrison (1994) and others)].
Needless to say, the mediated model also contained a lower total number of paths and
therefore was more parsimonious than the direct model. All of these further support
hypothesis 3.

In line with the theory, ME and POF showed a negative relationship with perception
of organizational politics (—40; P<.05 and —31; P<.05 respectively). These findings sup-
port hypothesis 1, which suggests that employees with high job congruence perceive their
work environment as less political and more fair. In addition, perception of organization-
al politics was negatively related to job performance. It was negatively related to the two
OCB constructs (—.24; P<.05 with OCB altruistic and —23; P<.05 with OCB compliance),
and also to in-role performance (—.16; P<.05). These findings support hypothesis 2, which
expected to find a negative relationship between perception of organizational politics and
employee performance. In addition, these relationships support the positive relationship
between job congruence and job performance as was suggested in hypothesis 1. Further
support for this hypothesis can be found in the positive relationship between ME and OCB
atruistic, and ME and in-role performance (.20; P<.05 and .17; P<.05 respectively) as
described in model 1b. Note that these paths, together with the path between POF and ME
(.59; P<.05), were the only significant relationship found in the direct model. In sum, the
path coefficients of the mediated model strongly demonstrate its superiority over the alter-
native/direct.

Discussion

This study tried to support the idea that internal politics should be considered a prominent
behavior with significant consequences on employee performance in public administration
systems. Building on other studies that found a relationship between politics and perfor-
mance, the current study supported the notion that perception of organizational politicsis
a good mediator between constructs of job congruence and employee performance. These
findings affirm the complex relationship between politics and performance that was men-
tioned in other studies.107,108

Recent findings are also in line with this research. Some found different levels of orga
nizational politics (work-group and organizational) and indicated that they are related to dif-
ferent outcomes in the workplace.199 Another study tested the assertion that the efforts of
first-line supervisors to enhance agreement on organizational goal priorities among their
employees would decrease the impact of organizational politics on outcomes for those
employees.110 Having examined five organizations, this study supported the notion that indi-
vidua-level performance may be an outcome of organizational politics. The study also
demonstrated that perceptions of politics and actual employee-boss goal congruence have
interactive effects on organizational commitment and job performance. As one may observe,
the concept of congruence is mentioned as a critical element that relates organizational pol-
itics with performances. For individuals holding priorities different from those of their boss,
politics may have had some impact on commitment and job performance. For those holding
priorities similar to those of the boss, politics had comparatively little impact. Drawing on
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the above, future studies, which examine attitudes and behaviors at the workplace, must not
neglect the effect of job congruence and political perceptions on employees performances.

Moreover, studies have overlooked the relationships between these constructs in the
public sector, and only scarce empirical evidence exists today on the nature of internal pol-
iticsin public administration systems. What isthe reason for this? As mentioned earlier, stud-
ies on OP started to flourish only in the late 1970s and were conducted mostly in private
organi zations. Since the public sector represents classic bureaucracy with high formal struc-
tures, many scholars assumed that internal politics played only a secondary role in these
organizations and hence paid little attention to the examination of this sector. Another rea-
sonable cause for thelack of studieson OP in public organizations may be rooted in the envi-
ronment of modern societies. A recent study argued that the magnitude and rapidity of tech-
nological change occurring within industry has created an environment rife with ambiguity,
hence rife with political behavior.111 Thus, many studies examined OP in the private-indus-
trial sector but somehow have neglected itsinvestigation in public organizations, which have
also undergone fundamental changes in the recent years. Many scholars also presumed that
internal politics in public administration systems is extremely sensitive and highly difficult
to measure by conventional methods of the socia sciences. This speculative assumption dis-
couraged many from obtaining origina field dataon this behavior. Limitations of time, heavy
bureaucracy, and the small likelihood of finding willingnessto cooperate in such studies also
restrained the advancement of knowledge in this field.

Despite the above obstacles, this study has succeeded in obtaining useful informa
tion regarding internal politics in two public organizations. Since these data were collect-
ed in two separate surveys and from two different sources (employees and supervisors),
they have stronger validity and reliability than evinced so far in other studies, which most-
ly applied self-reported data. Job congruence, especially ME and POF, were found to be
good predictors of perceptions of politics. These findings contribute to the basic model of
Ferris and his colleagues by adding two new constructs not mentioned up to now in the
study of OP. These variables are based on the expectancy theory and they reconfirmed its
usefulness for the understanding of power relations, politics, and influence in organiza-
tions. Thus, ME, POF, and other factors that may better reflect job congruence deserve fur-
ther inquiry in other studies. Furthermore, perception of politics was successfully related
to the objective information on formal and informal performance of public personnel. The
CFA, which was conducted for the OCB and in-role behaviors, certified the use of sepa-
rate measures for every one of the performance constructs in this study. The findings aso
provided support for the idea of mediation, which has been recently promoted else-
where.112,113

The present findings reveal that politics contributes to our understanding of organi-
zational dynamics and outcomes. The most profound finding of this study is that internal
politics extensively exists and does make adifference in public administration systems. The
significant paths of the indirect/research model showed that politics had a modest negative
effect on formal performance (in-role behavior). It also maintained a stronger negative influ-
ence on informal performance as represented by the two OCB dimensions. These findings
contradict arecent study that found an insignificant relationship between perception of pol-
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itics and OCB among manufacturing employees and students who were working part-
time.114 The findings here imply that politics may function as the silent enemy within orga-
nizations and can be even more destructive for public administration systems than for pri-
vate organizations. According to Hirschman’ s theory, the option of exit ismore redistic for
employees in the private sector.115 Public sector employees do not tend to give up work
security and tenure even if they feel that politics is all around and sometimes personally
harms them. Normally, they choose to respond with more passive behaviors like neglect or
apathy, which are lessrisky. Today, most of the public sector still does not reward employ-
ees according to their performance at work. The absence of direct linkage between perfor-
mance and compensation may lead public employees to show more neglect of job assign-
ments and dutiesin comparison with employees from private organizations. In many cases,
labor unions provide someinformal legitimacy for such behaviors and protect even the less
performing employees. Asaresult of internal politics, the public sector may comprise more
“unsatisfied-neglecting types’ than “unsatisfied-leaving types’ of employees. Another
aspect of neglect in the workplace is the informal way of decreased motivation to engage
in volunteer and spontaneous behaviors like OCB. This lack of motivation functions as a
silent enemy becauseit isusually not measured by existing performance evaluations, which
apply mostly to formal outcomes. However, organizations with lower levels of OCB lose
some elementary parts of internal health and recreation capabilities, and thus are consider-
ably harmed.116

It is aso important to note that the silent effect of internal politics can spill over
beyond the formal boundaries of public organizations. Attitudes and behaviors of public
servants toward citizens/clients partialy reflect the effectiveness and efficiency of public
administration. Higher levels of internal politics may |ead employees to exercise lower lev-
els of performance. When public officials show hampered formal or informal outcomes,
the citizens are negatively affected. They obtain inferior services from discouraged public
servants, and as a result, may develop a negative perception towards the entire public sys-
tem. Thus, interna politics highly contradicts modern approaches to the management of
public agencies (e.g., the quality movement of the 1980s and 1990s and the new public
management approach [NPM]). Together with the discouragement of service orientations
of public personnel, internal politics may have a negative effect on entrepreneuria activi-
ties and spontaneous and creative ideas that are vital for the prosperity of modern society
and a healthy public administration. Practitioners and managers in the public sector must
not ignore internal politics and should be aware of its hazardous consequences on both
public personnel and citizens. Of course, these implications deserve further examination
in future studies, which will be able to compare the current results with findings from the
private arena.

Limitations and suggestions for further study

Three main limitations of this study must be considered. First, the study focused on per-
ception of organizational politics but did not examine the entire political environment of
public organizations. Perception of organizational politics is an important construct of OP
but it does not fully describe other political rituals inside and outside organizations (e.g.,
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influence tactics between internal and external stakeholders). To do this, other measures
should be developed and examined more thoroughly. Among these constructs, it is highly
recommended to evaluate actual political behaviors, influence tactics, and power strate-
gies, and to relate them to perceptions of organizational politics. As was suggested else-
where, this line of research will provide insights into the relationship between perception
of politics and actual political behavior, and the way they relate to organizationa out-
comes.117 While some literature exists on this topic, it is still a vague domain waiting to
be explored.118

Ancther limitation of this study is the fact that it was conducted in a non-American
culture, which makes the comparison with other studies more problematic. Nevertheless,
other studies can benefit from a fresh source of data on OP. An examination of internal
politics in a non-American environment can advance our understanding of the differences
in political behavior across cultures. It may also help creating a more robust theory of the
field. This line of research is important since studies have shown the significant role of
culture in shaping the political behavior of individuals and institutions outside organiza-
tions.119, 120

The third limitation of this study lies in its relatively narrow examination of other
variables that are thought to affect politics and performance in the workplace. The basic
theory of Ferris, Kacmar, and their colleagues, as well as studies which followed it, men-
tioned many constructs that should be taken into consideration in this regard. However, as
in other studies in the field of organizational behavior, it is impossible to test al of them
in asingle effort. Nevertheless, the theoretical model suggested here emphasized the func-
tionality of job congruence in explaining perception of politics and employee performance.
The findings demonstrated the usefulness of this idea, so further studies should follow it
and examine the job congruence-politics relationship more extensively. The theoretical
conception, aswell asthe findings may also provide such studies with anew point of depar-
ture for proclaiming and establishing the central role of internal politics in public admin-
istration systems.
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