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Abstract

Workplace politics is an endemic factor in organizations. It becomes necessary to look at factors which reduce
its negative effects on employees’ work outcomes and attitudes. From a sample of 125 individuals working in
diverse organizations in Senegal, the findings from multiple hierarchical regressions revealed that workplace
politics had less negative effect on organizational commitment, organizational citizenship behavior and job
performance when employees are satisfied. The findings also showed that job satisfaction had no influence on
the relationship between workplace politics and neglect.
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1. Introduction and Background

Politics in the workplace has been defined as ‘the maximization of short or long-term interests through strategic
planning to seek self-interests by sacrificing that of others’ (Yen, Chen, & Yen, 2009); as actions ‘that are
self-serving, undesirable and illegitimate’ (Miller, Byrne, Rutherford, & Hansen, 2009) and as actions taken
‘without regard for, and even at the expense of organizational goals’ (Valle & Witt, 2001).

The endemic nature of workplace politics (WP) has been largely recognized and discussed by researchers
(Buchanan, 2008; Ferris & Hochwarter, 2011). But studies on WP have been largely directed to employees’
reactions to the phenomena (Gbadamosi & Chinaka, 2011; Karatepe, Babakus, & Yavas, 2012). While doing this,
researchers have put little considerations on or have neglected factors that can reduce the effects of WP on
employees work outcomes and attitudes.

It is widely supported in organizational psychology and empirical studies that job satisfaction represents an
important variable in predicting employees’ work outcomes, behaviors or attitudes (Kaya, 1995; Hirschman,
1970; Rosse & Saturay, 2004). Our study considers job satisfaction a pivotal factor which will help employees
endure political environment. Therefore, the study aims at investigating the arbitrating role of job satisfaction in
the relationships between WP and organizational citizenship behavior (OCB), organizational commitment (OC),
job performance, and negligent behavior.

2. Literature Review
2.1 Workplace Politics and Employees Work Outcomes and Attitudes

In recent year, a particular interest has been the effects WP has on employees’ job outcomes and attitudes.
Employees reacting to perceived WP may have higher intentions to quit, higher job stress and organizational
deviance (Haq, 2011); less workplace friendship (Yen et al., 2009) and less pay satisfaction (Harris & Harris,
2007). They may react through absenteeism (withdrawal), low job involvement, job anxiety (Valle & Perrewé,
2000), or low job satisfaction (Frost, 1987).

A meta-analysis (Miller, Rutherford, & Kolodinsky, 2008) indicated strong relationships between WP and both
job satisfaction and OC. Vigoda (2000) supported that employees working in politicized workplace reported
lower performance. Less affective commitment and OCB were found to be associated with WP (Randall,
Cropanzano, Bormann, & Birjulin., 1999). Employees who perceived politics were also found not to be loyal to
their organization; to believe that their organization does not value higher work standards, challenging work, and
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integrity; that their organization does not support innovation (Parker, Dipboye, & Jackson, 1995).
2.2 Job Satisfaction and Employees Work Outcomes and Attitudes

Job satisfaction refers to the general attitude an individual has toward his or her job (Robbins, 2001). Robbins
(2000) added that employees satisfied with their job display positive attitude toward their job.

Many claims have been made about the benefits of job satisfactions on employees’ behavioral intentions (Cronin,
Brady, & Hult, 2000). Job satisfaction seen as an independant variable has been correlated with many
employees’ work outcomes or attitudes. More specifically, satisfied employees are said to show positive
behaviors or attitudes including increased OCB (Podsakoff, MacKenzie, Paine, & Bachrach, 2000), higher OC
(Meyer, Stanley, Herscovitch, & Topolnytsky, 2002), increased job performance (Dizgah, Chegini, & Bisokhan,
2012) or less negligent behavior (Farrell & Rusbult, 1992).

2.3 The Mediating Role of Job Satisfaction

Contrarily to the mainly focus on the systematic importance of job satisfaction on employees’s work outcomes
and atttitudes, little consideration has been made on how job satisfaction helps an employee endure WP. WP is
seen as a work stressor that can threaten employees’ resources or expected gain (Kacmar & Carlson, 1997) and
negatively affect employees work outcomes and attitudes. WP can be considered a challenge-stressor. Podsakoff,
LePine and LePine (2007) reported that challenge stressors have positive effect on job satisfaction and
employees’ outcomes and attitudes.

Job satisfaction as an intervening variable in the relationships between WP and employees’s work outcomes or
attittudes has been little discussed. Vigoda (2000) made a short assertion on the issue. By focusing on studies of
Baron and Kenny (1986) and James and Brett (1984), Vigoda stated that job satisfaction and OC mediated the
relationship between organizational politics and work outcomes such as intentions of exit and neglect and call
for further examination.

The scarcity of studies that can help us formalize the role of job satisfaction in the relationship between WP and
employees work outcomes or attitudes calls for an urgent need to conduct more research on this topic. Theories
and empirical evidences have supported employees’ work outcomes, behaviors or attitudes are results of their
work or job satisfaction (Hirschman, 1970; Rosse & Saturay, 2004) and that employees satisfied with their job
may overlook or pay less attention to work stressors such as politics. Job satisfaction may help employees
endure, overlook or pay little consideration to the political environment. So, we suggest that: Job satisfaction
will lessen the effects of WP on employees’ OCB, OC, job performance, and neglect.

3. Research Methods
3.1 Participants, Procedure and Design

Participants were employees from public and private organizations located in Dakar, Senegal’s capital, West
Africa. Participants were assured that their personal information would be secured, strictly confidential, and not
be exposed to the public including their managers, supervisors, competitors or any other third party. Out of the
680 prospective participants, 125 provided usable questionnaires. Of the 125 returned valid questionnaires, 124
of the respondents were Senegalese and 1 was Congolese. We found that 16.7% did not report their gender, 28%
of the respondents were female and 55.3% male; among them 79.2% were between 15 and 47 years old.

3.2 Measures
3.2.1 Workplace Politics

WP was measured using 12 items from the Perception of Organizational Politics Scale (POPS) developed by
Kacmar and Carlson (1997) measuring the extent to which employees see their workplace as political. Their
POPS has received widespread acceptance (Ferris et al., 2005; Rosen, Levy, & Hall, 2006). Sample items
include (1) ‘People in this organization attempt to build themselves up by tearing others’, (3) ‘Agreeing with
powerful others is the best alternative in this organization’. Respondents were asked to report how much they
agree with all 12 items. The items were measured on a five-point Likert scale ranging from 1 (strongly disagree)
to 5 (strongly agree), so that a higher score corresponds to higher perceptions of workplace politics. Using SPSS
17.0, the reliability estimate for the scale (0= .792) was acceptable and slightly higher than 0.71 reported in Haq
(2011).

3.2.2 Job Satisfaction

This variable was assessed using the six items scale borrowed from Schriesheim and Tsui (1980). This scale was
found to be reliable in Vigoda and Cohen (2002). The scale contains such items as: ‘How satisfied are you with
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your current job?” and ‘How satisfied are you with your current salary?” Employees were asked in a five-point
Likert format to indicate how satisfied they were with six aspects of their job. The scale ranged from 1 (very
unsatisfied) to 5 (very satisfied), with high score indicating high level of satisfaction. The Alpha reliability for
this scale was 0.889.

3.2.3 Organizational Commitment

OC is viewed as a force that binds an individual to a target (social or non-social) and to a course of action of
relevance to that target (Meyer, Becker, & Van Dick, 2006). We resorted to Allen and Meyer’s (1990) 21-items
to measure OC. Allen and Meyer’s (1990) OC scales have won widespread acceptance and have been used in
many studies (Atak & Erturgutb, 2010; Cheng & Stockdale, 2001). Among the sample items were questions
such as (3) ‘I really feel as if this organization's problems are my own’, (11) ‘It would be very hard for me to
leave my organization right now, even if I wanted to’. Respondents were asked in a five-point Likert scale
ranging from 1= Strongly Disagree to 5 = Strongly Agree to indicate how much they agree with the items. The
Alpha reliability for this scale was 0.818.

3.2.4 Neglect

Neglect has been defined as an alternative whereby the individual stays in the organization but expresses
dissatisfaction through unproductive activities or even injurious behaviors (Vigoda, 2000). Neglect was
measured using 8 items taken from Leck and Saundrers (1992). Employees were asked to complete the items by
indicating how much they agreed with them. The items had five response options ranging from 1 (strongly
disagree) to 5 (strongly agree). The scale contains items such as (4) ‘I put less effort in my work than I know I
can’, (6) ‘I take more and longer breaks than I should’. The reliability for this scale was 0.776, a bit higher than
Vigoda (2000)’s findings and that of Farrell and Rusbult (1985), respectively 0.6 and 0.7.

Table 1. Descriptive statistics, internal consistency reliabilities, and intercorrelations (Reliabilities in
Parentheses)

Control .
. Variables M SD 1 2 3 4 5 6
Variables
1. Workplace 3.1211  0.65706
. (0.792)
Politics
3.3141 0.49133  Correlation  -0.224*
2.0C o (0.818)
Significance  0.019
3.8328 0.56946  Correlation  -0.156 0.367**
3.0CB o (0.705)
Income, Age & Significance  0.105 0
Educational level  4.Job 4.2583  0.63903  Correlation -0.052 0.161 0.607** 0.631)
Performance Significance  0.591 0.095 0 )
1.8965 0.49292 Correlation  0.268**  -0.108 -0.252%*  -0.053
5. Neglect L (0.776)
Significance  0.005 0.264 0.008 0.583
6.Job 3.2494 0.86844 Correlation ~ -0.305%*%  0.364**  (.34** 0.218*  -0.046 (0.889)
Satisfaction Significance  0.001 0 0 0.023 0.633 )

Note. n=125; *=Correlation is significant at the 0.05 level; **=Correlation is significant at the 0.01.

3.2.5 Organizational Citizenship Behavior

It refers to individual behavior that is discretionary, not directly or explicitly recognized by the formal reward
system, and that in the aggregate promotes the effective functioning of the organization (Organ, 1988, p. 4).
William and Anderson’s (1991) 12-items were used to measure this construct. Huang and You (2011) have also
resorted to this scale to measure OCB. A sample item from this scale is (1) ‘I Help others who have been absent’,
(5) ‘I take personal interests in others’. The anchors for these scales were never (1) to always (5). The coefficient
alpha reliability estimate for this scale was 0.70.

3.2.6 Job Performance

It was defined as the level of productivity of an individual employee, relative to his or her peers, on several
job-related behaviors and outcomes (Babin & Boles, 1998). We used a seven-item self-report performance from
Williams and Anderson’s (1991) scales to measure this variable. ‘I adequately complete assigned duties’ and ‘I
do not fail to perform essential duties’ are among the items used in the scale. Possible responses ranged from
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never (1) to always (5). The reliability estimate for the scale was 0.631.
4. Research Findings

Table 2 displayed the resulting effects of WP on the response variables when job satisfaction is discarded from
the list of control variables. Results showed that WP was significantly negatively related to OCB and OC (=
-0.199 and -0.195 respectively, p<0.05) and significantly positively related to neglect (f= 0.184, p<0.05). The
model found a negative but not significant relationship between WP and job performance (= -.153, p>0.05).

Table 2. Multiple hierarchical regressions for the effect of workplace politics and job satisfaction on employees’
work outcomes and attitudes

. Organization Citizenship Organizational

Variables . Neglect Job Performance .

Behavior Commitment

B t .val p.val B t.val p.val B t.val pval B t.val p.val
Income -0.146 -1.48 0.141 -0.038  -0.372  -0.038 -0.071 -0.728  0.468 -0.031 -0.319  0.751
Age -0.263 -2.49 .014* 0.195 1.762  0.195 -0.311 -2.97 0.004 -0.064 -0.609 0.544
Educational 0.043 0.443 0.659 0.067  0.665 0.067 0.202 2.109  0.037 -0.129  -1.35 0.18
Level
Workplace -0.199 -2.24 .027* 0.184 1978  .050* -0.153 -1.74 0.084 -0.195 -2.214  .029*
Politics
R? 0.173 0.095 0.188 0.188
Adjusted R? 0.108 0.025 0.124 0.124
F (anova) 2.676%** 1.35 2.956%* 2.95%*

Note. n=125; *=p <0.05; ¥**=p <0.01; ***=p <0.001.

Regression outputs in Table 3 showed that an increase of one unit in WP engendered a very significant decrease
of -0.366 (p < 0.001) in job satisfaction after controlling the research demographic variables. This implied that
higher WP was associated with decreased job satisfaction, denoting a strong negative relationship between WP
and job satisfaction. The adjusted R Square revealed that 15.1% of the variance of the response variable (job
satisfaction) was explained by WP and the demographic variables. Income was significantly related to job
satisfaction. A positive relationship was found between the two variables (p=0.197, p<0.05). Higher income
workers tended to be more satisfied with their job.

Table 4 summarized the results of four multiple hierarchical regressions on the effect of WP on response
variables when considering WP as part of the control variables and job satisfaction as main predictor. Job
satisfaction was significantly related to OCB, OC and job performance. No significant relationship was found
between job satisfaction and neglect. A non-significant negative relationship was found between WP and OCB,
WP and OC and WP and job performance (f=-0.08; -0.082 and -0.07 respectively). The model showed a
significant positive relationship between WP and neglect (B =0.217; p < 0.05). The presence of job satisfaction
in the model did not reduce the negative effect of WP on neglect.

Table 3. Multiple linear regressions on the relationships between workplace politics and job satisfaction

Variables Job Satisfaction

B t.val p.val
Income 0.197 2.055 *
Age -0.159 -1.538 0.127

Educational Level ~ -0.051 -0.541  0.589
Workplace Politics  -0.366 -4.224  k*x

R? 0212
Adjusted R? 0.151
F (Anova) 3.44%%%

Note. n=125; ***=p < 0.001.

The ANOVA values were all significant except that of neglect. The significant F demonstrated that the overall
model linear relationship was appropriate and at the same time indicated perfect fit. The Significant F revealed
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the existence of a statistically significant relationship between the response variables and the predictors. In
comparing Table 2 and 4, we noticed that WP had a more devastating effect on employees OCB, OC, and job
performance in the absence of job satisfaction. WP was significantly related to neglect in the absence and
presence of job satisfaction.

5. Discussion
5.1 Summary

Our objective was to investigate a potential arbitrating role of job satisfaction in the relationships between WP
and employees’ work outcomes and attitudes. For this purpose, we ran three regressions. In the first regression
(Table 2), WP was entered as predictor and the demographic variables were controlled. Then the response
variables except job satisfaction were entered simultaneously. The aim was to have WP significantly related to
the response variables. The results of this regression showed that OP was significantly related to all variables
except job performance. In the second regression (Table 3), WP was entered as predictor then the demographic
variables were controlled, and job satisfaction was entered as response variable. The objective was to have job
satisfaction significantly related to WP. The findings of this regression revealed a significant negative
relationship between WP and job satisfaction. The final regression (Table 4) consisted of entering job
satisfaction as the predictor, while considering WP as part of the control variables along with the demographic
variables. The aim was to have job satisfaction significantly related to the response variables. The outputs of this
last regression found that job satisfaction were significantly related to OCB, OC, and job performance and not
significantly related to neglect. The regression also found that WP still had a negative effect on OC, OCB, and
job performance but the relationships were not significant. WP was still positively and significantly related to
neglect (B=0.217, p < 0.05). So, the presence of job satisfaction in the model did not affect the relationships
between WP and neglect.

Table 4. Multiple hierarchical regressions for the effect of workplace politics on employees’ work outcomes and
attitudes

Variables OCB Job Performance oC Neglect

Step3 Step3 Step3 Step3

B t.val pval B t.val pval B t.val p.val B t.val p.val
Income -0.21 -2.202  0.03 -0.116 -1.192 0.236  -0.091 -0.963  0.337 -0.056 -0.537 0.592
Age -0.211 -2.078  0.04 -0.275 -2.655  ** -0.015 -0.149  0.882 0.209 1.873  0.064
Educational Level  0.059 0.644  0.521 0.213 2276  * -0.113 -1.237 0218 0.072 0.71 0.479
Job satisfaction 0.325 3,573 kxx 0.227 2453  * 0.307 3382  kkx 0.091 0914  0.363
Workplace
Politics -0.08 -0.877 0.382  -0.07 -0.759 045 -0.082 -0912  0.364 0217 2174 *
R? 0.256 0.229 0.262 0.102
Adjusted R? 0.191 0.161 0.095 0.023
F (Anova) 3.93*** 3.378%%* 4.040%** 1.297

Note. n=125; *=p <0.05; **=p <0.01; ***=p < 0.001; OCB=Organization Citizenship Behavior; OC=Organization Commitment.

5.2 Conclusion

The evidences from these three regressions revealed that job satisfaction was mediating the relationship between
WP and OC and WP and OCB, that it played a minor mediating role in the relationship between WP and job
performance and that it had no mediating effect in the relationship between WP and neglect.

The question is why should we care about the role of job satisfaction in the relationship between WP and
employees work outcomes and attitudes? Evidences here highlighted the importance of job satisfaction in
political organizations. While adding a significant contribution to the field of organizational behavior, the
findings posited that special attention should be paid to job satisfaction and positioned it as a major aspect to
regulate, determine and predict employees’ work outcomes, attitudes or behaviors. It can be said that our data
supported that an employee satisfied with his or her job can withstand the negative effects of WP on his or her
work outcomes or attitudes. With the exception of neglect, reactions of employees to WP in organizations in
Senegal were stronger in the absence of job satisfaction. WP had minor devastating effects on OCB, OC and job
performance when employees were satisfied. In highly political organizations, managers should improve
employee job satisfaction as it may reduce the negative impacts of WP on employees’ work outcomes and
attitudes. A potential explanation is that job satisfaction is associated with good feelings or an affective
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orientation (Price, 2001) an employee has or expects from her or his job. These pleasant aspects can dilute the
adverse effects of WP on employees work outcomes and attitudes. An important aspect of higher job satisfaction
is its association with desirable outcomes (Ghazzawi, 2008). As WP is endemic in organizations, raising
employees’ job satisfaction may help reduce employees’ negative reactions to WP.

An important finding which needs special attention was the relationship between WP and neglect. Job
satisfaction did not have any impact on the relationship between WP and neglect. Even satisfied, employees
reported higher negligent behavior in organizations in Senegal. So WP had the same negative effect on neglect
when employees were satisfied or dissatisfied with their job. Employees in organizations in Senegal reacted to
WP through passive but destructive behaviors. As finding an alternative job in Senegal is sometimes difficult,
employees may not choose to react to WP through destructive and active behaviors such as exit. Instead
employees may react to the political environment by indulging in negligent behaviors such as when an employee
exhibits reduced interest or effort, increased lateness or absenteeism, increased errors, or uses company time for
personal business and so on and so forth. Such behaviors do not compromise their job, but they are very
dysfunctional and costly to their organizations.

5.3 Implications and Recommendations

In addition to the empirical contributions, this study has managerial implications. In highly political
environment, we suggest managers to undertake periodic satisfaction surveys covering all employees to gauge
employee level of job satisfaction. This will enable managers to take suitable and prompt corrective actions to
reduce job dissatisfaction. Nevertheless, the issue of satisfaction must not replace efforts to eradicate the causes
of WP. Instead, It should be a complementary alternative to consider to reduce the adverse effects of workplace
politics on employees work outcomes and attitudes.

In the case of organizations in Senegal, raising employees’ job satisfaction will be possible by increasing their
income. Yang, Miao, Zhu, Sun, Liu and Wu (2008) found pay as an important factor influencing overall job
satisfaction. This study showed that employees in Senegal tended to overlook the political environment when
they have higher income. A significant positive relationship was found between income and job satisfaction (p=
0.197, p<0.05). One of the important elements of employees’ work is the amount of money they earn from their
job (Brickly, Smith, & Zimmerman, 2009, p. 35).

5.4 Limitations

It is also important to point out some of the limitations of this research. The response rate was low. The research
covered only a small sample size of respondents even though it was carried out in a four month-period. Most
targeted participants were reluctant to fill out the questionnaires. This was due to the fact that some of the
questions were sensitive and employees feared to fill them out. Additionally, cultural, social and religious beliefs
and practices in Senegal may prevent people from revealing some of their work and personal information. In this
perspective, the sample size and accuracy of the information collected may have some implications on the
overall significance of the findings.

5.5 Areas for Further Research

Many organizations in Senegal have gone bankrupt during the last two decades. A good topic may be to explore
the existence of a possible link between WP and organization bankruptcy or failure. Research similar to this one
can be also replicated using a long time span and targeting workers in places other than their office may be an
alternative option to reach more participants and collect more accurate information.
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