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Abstract

This work aims to study the effect of Perceived Organizational Politics on Affective
Commitment and the mediating and moderating processes through which this relationship
occurs. Based on a sample of Call Center workers it was tested whether Burnout mediated the
relationship between Perceived Organizational Politics (POP) and Affective Commitment.
Results showed that Burnout does mediate that relationship. It was also studied whether Justice
Sensitivity (JS) moderates the mediated relationship such that this relationship is stronger when
JS is higher. This moderator effect was confirmed. However, this moderator effect wasn’t found
to strengthen the relationship between POP and Affective Commitment through Burnout.

Key words: Affective Commitment, Perceived Organizational Politics, Burnout, Justice
Sensitivity
Introduction

Call Centers are nowadays one of the main points of contact of companies with the public
(Aksin et al, 2009). Whether it is to build, maintain or manage customer relationships, to help
customers solving their problems or accessing information, Call Centers are becoming key to a
company’s image and management (Prahabkar et al., 1997). They are key to keep customers
satisfied, which in turn increases their loyalty (Caruana, A., 2002), willingness to recommend a
company’s service or product to a friend, or, as important, decrease customer dissatisfaction that
has nefarious effects on loyalty and recommendation (Anderson, E. W., 1998). As ambassadors
of an organization or product, it is very important for call center employees to be committed to
their project once affective commitment correlates positively with performance (Meyers at al
1989, Mowday, Porter, and Dubin, 1974; Mowday, Steers, and Porter, 1979; Bashaw & Grant,

1994),



Accordingly to Meyer and Allen (1997), Organizational Commitment can take three forms:
affective, continuance or normative commitment. This study will focus on Affective
Commitment because it is considered the type of Commitment with more effect on general
attitudes and behaviour (Hackett et al, 1994; Meyer at al, 2002). Herscovitch and Meyer (2002)
recommend studying the commitment to a direct target because they found it to be a better
predictor of behaviour than general organizational commitment. In that line, this research will
study the affective commitment of Call Center employee’s to their work project. This variable
was also chosen because many call centers’ employees have a dual relationship with the
company they work for and the company they represent, which makes the measurement of
Organizational Commitment a challenge. Job commitment can be characterized as the
employee’s dedication towards a particular work and job that they do in an organization (Khan,
T.Tetal, 2011).

Although many authors who have studied Affective Commitment used an organizational-
focus, this study’s literature review will review some of them anyway. Job commitment has been
highly correlated to Organizational commitment and occupational commitment, suggesting that
job commitment may be redundant with other forms of work commitment and share their
consequences to employees and organizations (Cohen, 1993). Also, as studied by Morrow (1983)
most work commitment forms are partially redundant. Furthermore, as stated by Scott-Ladd et al.
(2006), affective commitment, regardless of the foci and bases, will, most of the time, direct the
employee’s effort to the achievement of the organizational goals.

In spite of the importance of commitment in Call Centers, studies like the one by Ruyter et al
(2001) have shown that the employee satisfaction and commitment in those environments is, in

most cases, low. Call Center employees often suffer from antagonistic pressures from the



company, their supervisors and customers. As described by Frei and Morris (2012): “(...) the
person you spoke to [at the call center] was watching as many as eight screens at once while
trying to assist frustrated customers from all cultures, ages, and levels of expertise with a
growing range of product and service needs.” (p.87). This stress is associated to many customer
interaction jobs. Nevertheless the main differences between call center work and any other
customer interaction jobs is that the Call Center work is more technology intensive, has a rapid
pace, a high level of monitorization of employer performance and low levels of job control
(Sawyerr et al 2009). Due to these factors, the affective commitment to their job is often missing,
with consequences for performance. Due to the importance of Affective Commitment for
performance and its scarcity in a Call Center environment, this will be the dependent variable of
this study, as shown in Figure 1.

As already mentioned, one of the main motives of stress and lack of satisfaction and affective
commitment in Call Center’s employees is the high level of supervision and complexity of their
work. These two factors can easily turn the Call Center in a work environment with a high
Organizational Politics. Assuming political behaviours to be unsanctioned influence attempts that
seek to promote self-interest at the expense of organizational goals (e.g., Ferris and Judge 1991;
Ferris and Kacmar 1992; Ferris et al. 1989), these are an unethical and harmful side of an
organization. This study proposes to test how Perceived Organizational Politics (POP)
contributes to a reduction in employee’s Affective Commitment. (Bodla et Danish, 2009).

Besides employee attitudes such as job satisfaction and commitment, POP has other
predicted organizational outcomes that impact employee performance. These include job stress,
burnout, lack of cooperation and withdrawal and negligent behavior such as turnover intentions

(Poon, 2006 and Bodla et Danish, 2009). Job stress and burnout are especially relevant outcomes



to this study since Call Centers are frequently characterized as highly stressful environments
(Ruyter et al, 2001). Burnout is characterized as a psychological syndrome of emotional
exhaustion, depersonalization, and reduced personal accomplishment which may happen to
individuals with jobs that require personal interactions of some kind (Maslach and Jackson 1986)
and it has been correlated with a worse job performance in customer representatives (Singh,
Goolsby & Rhoads, 1994). This study will try to understand if Burnout has any mediating power
in the relationship between POP and Affective Commitment, as shown in Figure 1.

Besides POP, burnout can be a consequence of social conflicts; injustice, unfair treatment,
nonreciprocal behavior, and antisocial behavior at work (Dormann, C. and Zapf, D 2004). This
feeling of unfair treatment and injustice is also correlated with POP as mentioned by Kacmar and
Ferris (1991) and Ferris and Kacmar (1992) who argue that the higher the perceptions of politics
by the employees, the lower they view the level of justice, equity and fairness. In summary,
burnout can be exacerbated by a higher justice sensitivity, which tends to occur in work
environments with high POP such as a Call Center. Therefore, this research will try to analyse if
Justice Sensitivity has any moderating power in the relationship of POP and Burnout. This
completes the model in figure 1.

By analysing this model it is pretended to contribute to the literature by trying to understand
how, in Call Center environments, Affective Commitment is affected (through Burnout) by
Perceived Organizational Politics, especially taking into consideration employees’ Justice
Sensitivity.

Figure 1: Research Model
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Literature Review and Hypotheses

Link Between Perceived Organizational Politics and Affective Commitment

Our first hypothesis relates to the link between POP and Commitment. As already stated
in the introduction, this study will focus on the Affective Commitment. The focus of the
commitment chosen for this study will be the call center employee’s commitment towards their
work project. Job commitment can be characterized as the dedication that employees give
towards a particular work and job that they do in an organization (Khan, T. I et al, 2011). Many
studies have found a positive correlation between affective commitment and performance and
employee effort (Meyers et al’s, 1989, Mowday, Porter, and Dubin, 1974; Mowday, Steers, and
Porter, 1979; Bashaw & Grant, 1994). Job commitment has also been shown to be a good
indicator of job and occupational withdrawal intentions, even more so than other Work
Commitment forms (Wiener and Vardi 1980 and Cohan 1993). Furthermore, Witt (1993)
suggested that employees to whom are given unsatisfactory work assignments may develop
unfavorable and durable attitudes to the organization, decreasing their overall affective
commitment, which can explain the results of the study by Cohen (1993) that correlated Job
Commitment with Organizational Commitment and its effects.

One of the most common descriptions of Organization Politics is by Mintzberg (1983, p.
172), who described it as “‘(...) individual or group behavior that is informal, ostensibly

parochial, typically divisive, and above all in a technical sense, illegitimate—sanctioned neither



by formal authority, accepted ideology, nor certified expertise (although it may exploit any one
of these).”” However, more important for this study than Organizational Politics per se is
Perceived Organizational Politics (POP). As has been discussed by some authors (eg. Porter
1976, Gandz and Murray 1980), it is not the actual politics but their subjective perception which
is of consequence in an organization. For instance, empowered groups in a politicized
organization will have a more positive perception of such environment than disempowered
groups (Bodla et Danish, 2009).

Previous studies have suggested a negative correlation between POP and Commitment.
Cropanzano et al. (1997) compare workplace environment to a marketplace in which the
individuals, in this case the employees, work to obtain a certain objective. This work requires
effort that can be considered an investment of personal resources in a certain firm. When the
environment of that given firm is politicized, there may be more uncertainty about rules and
behavioural guidelines, and rewards may be tied up to power relationships and other less
objective factors (Chang et al., 2009). In these environments, employees interact in an
antagonistic way for rewards and power, which detracts from collaboration and may lead to
some individuals not being able to obtain their own objectives and perceiving their work as
unsatisfying and stressful. As a result, in such environments, employees may not be so willing to
invest efforts in their work.

Rhoades et all (2001) developed on Meyer and Allen’s (1997) research of how different
aspects of organizations can affect Affective Commitment. They concluded that Organizational
Rewards, Procedural Justice and Supervisor Support (that can be considered different aspects of
Organization Politics) could lead to a higher or lower Perceived Organizational Support (POS),

which then has an impact on the Affective Commitment (AC). An empirical study by Bodla et



Danish (2009) concluded that POP is positively correlated with job stress and turnover intentions
but negatively related to job satisfaction, organizational commitment and job involvement.
Although the type of commitment studied was organizational commitment, the negative effect of
POP on job involvement was also mentioned.

This section provided a review of a theoretical model, models of the channels through
which POP impacts affective commitment and empirical studies which document how POP
negatively impacts affective commitment. This negative relationship is corroborated by further
literature. (Drory 1993; Maslyn and Fedor 1998; Witt 1998; Vigoda 2000; Vigoda-Gadot et al.
2003; Kimura 2013). Therefore, we hypothesize:

Hypothesis 1: Perceived Organizational Politics is negatively correlated with the Affective
Organizational Commitment of one's work.

The role of Burnout as Mediator

As stated in the introduction, Call Centers may be a complicated, over-policized and
stressful work environment. Cropanzano et al. (1997) highlights the sparse literature on how
Perceived Organizational Politics relates with work stress and burnout. Cropanzano et al. built
upon Ferris et al. (1994) who assess the positive relationship between perceived politics and job
anxiety, and Ferris et al. (1993) who also correlated positively POP and job stress. Cropanzano et
al. (1997) added to this research by finding that if employees perceived their work environment
to be politicized, they report greater levels of anxiety and tension and lower levels of general
health. One limitation of this study, though, is that its sample was university students working
part-time.

Furthermore, the study of Miller et al (2008) on the causes and effects of Perceived

Organizational Politics (POP) showed a positive relationship between POP and job stress and



turnover intentions. Bodla and Danish (2009), mentioned above to illustrate POP’s negative
relationship to Commitment, also showed positive correlations between POP and job stress and
turnover intentions. As job stress and burnout are related phenomena, it is possible that there is a
link between POP and the employee's’ feeling of Burnout.

Burnout is “(...) a reaction to chronic occupational stress characterized by emotional
exhaustion (i.e., the draining of emotional resources), cynicism (i.e., a negative, callous, and
cynical attitude towards one’s job) and lack of professional efficacy (i.e., the tendency to
evaluate one’s work negatively).” (p.166. Gonzalez-Roma, V. et al, 2006). This reaction to
“chronic occupational stress” can lead to worse performance, the increase of job turnover,
absenteeism, and low morale (Maslach and Jackson, 1986). Besides these consequences to the
organization, Burnout can also lead to “personal dysfunction” as physical exhaustion, insomnia,
abuse of alcohol and drugs, and marital and family problems. (Gonzalez-Roma, V. et al, 2006).

Besides the relationship between POP and Burnout, the negative impact that burnout has on
job attitudes such as commitment and satisfaction has already been studied. Moore (2000) stated
that the effects of burnout can go from a decrease in job satisfaction to a decrease in attachment
to the organization. The relationships between POP and Burnout and between Burnout and
Affective Commitment have also been studied by the meta-analytic study of Chang et al (2009).
Chang et al. concluded that POP is positively related to psychological strain and turnover
intentions, which mediated the relationship between POP and performance, and negatively
related with job satisfaction and affective commitment.

In summary, one negative effect of a highly perceived political organization can be employee

stress and burnout, and one effect of burnout can be the decrease of employee affective



commitment. Burnout can play, then, a mediating role in the relationship between POP and
Affective Commitment. This study will assess this hypothesis:

Hypothesis 2: Burnout mediates the relationship between perceived organizational politics
and affective commitment.

Justice Sensitivity as a Moderator of this Mediated Relationship

Mikula (1994) observed that people experience justice-related situations from different
perspectives as victims, beneficiaries, or neutral observers of injustice. Although different people
react in different ways to unjust treatment, literature suggests that people have stable and
consistent sensitivities to different justice-related situations. (Schmitt, Gollwitzer, Maes, &
Arbach, 2005; Schmitt, 1996, Baumert et al 2010). This stable feeling towards injustice can be
considered justice sensitivity.

Justice Sensitivity (JS) can have an impact on the way employees perceive and act in their
work environment. Kacmar and Ferris (1991) and Ferris and Kacmar (1992) concluded that the
higher the person’s POP, the more the person perceives injustice, inequity and unfairness. It is
thus possible that an employee’s JS affects their POP. Since in this study we are considering
POP a negative effect of over-politicized organizations, high justice sensitivity may amplify that
negative effect.

Besides this possible relationship between Justice Sensitivity and POP, high JS can also be
considered a factor related to Burnout. According to a study by Moliner et al. (2005), Justice
Sensitivity among employees was an important predictor of the strength of Burnout experiences.

If Justice Sensitivity increases sensitivity to a Politicized Organization and may increase
directly and indirectly (by increasing POP) Burnout among employee, it is possible that JS

moderates the relationship between POP and Burnout (BO).
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Hypothesis 3: Justice Sensitivity moderates the relationship between Perceived
Organizational Politics and Burnout, such that the relationship is stronger when Justice
Sensitivity is higher.

If we assume that Justice Sensitivity moderates the relationship between POP and Burnout, it
becomes also likely that Justice Sensitivity will indirectly strengthen the relationship between
POP and Affective Commitment, through Burnout. Therefore, we can hypothesize the following:

Hypothesis 4: The relationship between Perceived Organizational Politics and Affective
Commitment through Burnout will be stronger when Justice Sensitivity is high.

Methodology

Sample

The survey was targeted to a call center company subcontracted to represent a large
portuguese energy company. Of the 840 call center operators representing this company, 197
were invited to participate. The survey was in Portuguese and, since the original measures for the
variables were in English, it was back-translated (Brislin, R. W., 1970). A total of 179 completed
surveys were received, giving us a response rate of 90.8 percent. The sample comprised of 91
women (50.8 percent) and 87 men (58.6 percent).

Call Center operators were assigned to projects within their representation of this company.
In terms of the tenure in the project, 0.6 percent of respondents were in their assigned project for
less than one month, 1.1 percent between one and three months, 5.6 percent between three and
six month, 17.9 percent between six month and one year, 46.9 percent between one and two year,
25.7 percent between two and five years, 0.6 percent between five and ten years and 1.7 percent

for more than ten years.
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In terms of education, 5 percent had completed the 9th grade (former mandatory schooling),
30.2 percent had completed academic secondary education, 34.6 percent had completed
professional or technological secondary education, 23.5 percent had completed undergraduate
studies, 1.7 percent had completed postgraduate studies and 5 percent a master’s degree.

At the request of the author of this study, the Call Center company sent an email to 197 Call
Center operators chosen randomly with a link to fill in the questionnaire, explaining the research
aims and the researcher's’ affiliation. All participants were assured that their individual responses
would remain confidential.

Measures

Affective Commitment

This variable was rated using the 6 item measure developed by Meyer et al. (1993). Sample
questions included “I feel the problems of the project I work on as my own” and “I don’t feel
emotionally connected with the project I am working in” (reversed). In this study we will focus
on the affective commitment with the employee’s project and to neither the call center company
nor the energy company they represent. The 6 questions all used a 7 point scale from “totally
disagree” to “totally agree”. Cronbach’s a was 0.89.

Perceived Organizational Politics

This variable was measured using the 15 item measure of Perception of Organizational
Politics scale (POPs) validated by Kacmar and Carlson (1997). However, from the 15 item
measure only 13 were used since 2 were not reliable in the sample. The 13 items consisted of
questions such as “People in this organization attempt to build themselves up by tearing others

down” and “Sometimes it is easier to remain quiet than to fight the system”. All the 13 items
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were answered from a 5 point scale from “totally disagree” to “totally agree”. Cronbach’s o was
0.79

Burnout

The Burnout variable is based in the Maslach Burnout Inventory (MBI) created by Maslach
et al (1996) but with a “totally disagree” to “totally agree” 5-points scale instead of a frequency
one. This variable was tested using a 10 item measure with questions such as “I feel emotionally
exhausted by my work™ and “I doubt the value of my work™. Cronbach’s & was 0.89.

Justice Sensitivity

To test this variable it were used 9 of the 10 items presented in the Justice Sensitivity
Inventory from Schmitt et al (2010). That Justice Sensitivity Inventory tests the justice sensitivity
from different perspectives: the victim, an observer and the aggressor. In this survey it was tested
the victim the perspective. Questions like “It bothers me when others receive something that
ought to be mine” and “It makes me angry when others receive a reward that [ have earned” were
included. Once again, a 5 point scale from “totally disagree” to “totally agree” was used.
Cronbach’s o was 0.88.

Control Variables

Previous research has found that age, tenure and gender are sometimes related to affective
commitment (Meyer et al 2002; Hanlon, 1986; Marsden et al. 1993). Therefore, this study set of
analysis included these demographic variables as controls.

Statistical Analysis

To test the hypotheses, a regression-based path analysis was used, using PROCESS software.
PROCESS is a macro for SPSS which estimates and probes interactions and the conditional

indirect effects of moderated mediation models (Hayes, 2012; Preacher et al. 2007). PROCESS

13



also allows testing of indirect effects in the path ab, with a normal theory approach and a
bootstrap approach to calculate confidence intervals (Cls), as recommended by MacKinnon,
Lockwood and Williams (2004) for avoiding power problems introduced by asymmetric and
other non-normal sampling distributions of an indirect effect.

The four hypotheses were tested in two steps. Firstly, using model 4 in PROCESS with a
10,000 bootstrap sample and 95 percent bias-corrected bootstrap Cls for all indirect effects, the
mediation of POP and AC through BO was tested (results in table 2). Using the same model, the
mediation of POP and BO through JS was also tested (results presented in table 3). Secondly, for
the study of Hypotheses 3 and 4, model 7 in PROCESS was used, which accounts not only for
the mediation of POP and AC through BO but also the moderation effect of JS. Once again, a
10,000 bootstrap sample and 95 percent bias-corrected bootstrap Cls for all indirect effects were
used. All predictor variables (POP and JS) were mean centered and the conditional indirect effect
was analysed at different values of the moderator variable (the mean, one standard deviation
above and one standard deviation below the mean) as recommended by Aiken and West (1991).
The control variables already mentioned were included in all analysis.

Results

The means, standard deviation (SD) and the intercorrelations of the variables are presented in

Table 1

Table 1 - Descriptive Statistics, reliabilities, and zero-order correlations

Variables M SD 1 2 3 4 5 6 7

1. Age 28.69 6.96

2. Tenure in the Project 4.97 1.01 0.16*

3. Gender 1.50 0.51 -0.07 -0.07

4. Burnout 3.13 0.78 -0.15*  0.09 0.07 (0.89)

5. Justice Sensitivity 3.10 0.81 -0.11 -0.02 0.12 0.29**  (0.88)

6. Affective Commitment 3.93 1.41 0.14 -0.07 -0.09 -0.57**  -0.07 (0.89)

7. Perceived Organizational Politics 2.79 0.56 -0.11 0.01 0.17* 0.35%* 0.41*%*  -0.22**  (0.79)
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N=179. Cronbach’s as are provided in parentheses on the diagonal. Tenure in the project was coded as 1= less than
1 month; 2= between 1 and 3 moths; 3= between 3 and 6 months; 4= between 6 months and 1 year; 5= between 1
and 2 years; 6= between 2 and 5 years; 7= between 5 and 10 years; 8= more than 10 years. Gender was coded as 1=
Female; 2= Male; 3= Non-binary.

*p<0.05; ¥* p<0.01

Table 2- Simple mediation

B SE t p
Direct and Total effects R2=0.33 , P<0.001
AC regressed on POP (c path) -0.03 0.16 -0.22 0.82
BO regressed on POP (a path) 0.46 0.09 4.67 <0.001
AC regressed on BO, controlling for POP (b path)  -0.99 0.12  -8.19 <0.001
AC regressed on POP, controlling for BO (¢’ path) -0.49 0.18 -2.67 <0.01
Partial effects on control variable on AC
Gender -0.12 0.17  -0.71 0.47
Age 0.01 0.01 0.82 0.40
Tenure in the project -0.04 0.08 -0.51 0.60
Unstandardized value Effect SE LL95%CI UL95%CI
Bootstap result for indirect effect:
Effect through BO -0.46 0.12  -0.72 -0.24

Bootstrap = 10,000 95% confidence — mean centered variables

Hypothesis 1 proposed that the Perceived Organizational Politics was negatively
associated with Affective Commitment. Table 1 shows that, although not in a strong way, POP
and AC are indeed negatively correlated (correlation = -0.22, p<0.01). As we can conclude that
POP and AC are negatively correlated, hypothesis 1 is confirmed.

Hypothesis 2 proposed that the relationship between the Perceived Organizational
Politics and the Affective Commitment is mediated by Burnout. Table 2 shows that the POP and
Burnout are positively associated (B=0.46, t=4.67; p<0.001) and Burnout is negatively correlated
with Affective Commitment (B=-0.99; t=-8.19; p<0.001). On table 2 we can also see that there
1s a moderated negative association between POP and AC controlling for BO (B=-0.49, t=-2.67,
p<0.01). Furthermore, there is a significant effect of POP on Affective Commitment through BO
(indirect effect= - 0.46; 95 percent CI from -0.72 to -0.24). Therefore, the results support
Hypothesis 2 that BO mediates the relationship between POP and Affective Commitment.

Table 3- Regression Results for Moderated Mediation
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Predictor Variable B SE t p

DV: BO (mediator) R2 = 0.17, p<0.001

1% step

Constant 1.53 0.47 3.22 0.001
POP 0.36 0.10 343 <0.001
JS 0.16 0.07 2.26 0.02

2" step AR2=0.02 p<0.001

Constant 3.03 0.37 8.02 <0.001
POP 0.37 0.10 3.49 <0.001
JS 0.16 0.07 2.32 0.02
POP X JS -0.20 0.10 -1.96 0.05
DV:AC R2= 0.33 p<0.001

Constant 7.15 0.72 9.91 <0.001
POP -0.03 0.16 -0.22 0.82
BO -0.99 0.12 -8.19 <0.001
Partial effect of control variables

Gender -0.12 0.17 -0.71 0.47
Age 0.01 0.01 0.82 0.40
Tenure in the project -0.04 0.08 -0.51 0.60

Justice Sensitivity
Conditional indirect effect at JS =M + SD and M — Effects bootSE bootLLCI bootULCI
SD

-1 SD (-0.81) -0.53 0.15 -0.85 -0.25
M (0,00) -0.36 0.12 -0.63 -0.13
+1 SD (+0.81) -0.20 0.16 -0.53 0.13

Bootstrap = 10,000 95% confidence - mean centered

The third hypothesis of this study suggested that Justice Sensitivity moderates the
relationship between Perceived Organizational Politics and Burnout. The moderation would
make the relationship between POP and BO stronger when the Justice Sensitivity would be
higher. The table 3 presents the results of the mediated moderation in study and, with a 95%
confidence level, it can be said that the cross-product term between POP and JS on BO is

borderline significant (B=-0.20; t=-1.96; Figure 2 — Moderator effect of JS

p=0.05). The way the moderation works can ]

be seen in Figure 2: the highest level of BO S 4?

is when both POP and JS are high; % ¥ _::;sts
3

conversely, the lowest levels of BO is when 25

both POP and JS are low. In terms of slope, ’ Low POPS ' High POPS
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it can be seen in Figure 2 that when JS is high, BO begins and remains high. When JS is low,
low-POP organizations have low BO but BO increases as POP increases. While this means that
there is a steeper slope when JS is low, this is not enough to compensate the increased BO when
JS is high. Thus, a high JS remains a strong moderator in the relationship between POP and BO.
Therefore, hypothesis 3 is confirmed.

In order to analyse the hypothesis 4, that stated that the relationship between POP and AC
(through Burnout) would be stronger when Justice Sensitivity is high, the conditional effect of
POP on AC (through BO) was examined at 3 levels of JS: the mean (0.00), one SD above the
mean (+0.81) and one SD below the mean (-0.81). That analysis can be found in table 3. The
results show that, in a 95% confidence interval, the moderator values at the mean and one SD
below the mean were negative and different from zero but the moderator values one SD above
the mean may not always be different from zero. This may be explained by the fact that the
interaction of JS and POP at this confidence level is only borderline significant (p=0.0506).
Another possible explanation is that, as it can be seen in Figure 2, for a high JS the BO is always
high, regardless of POP. It therefore is possible that the effect of POP on AC through BO is not
so relevant when JS is high. So, although Hypothesis 3 has been stated to be truth, at a 95%
confidence level, the moderator effect of JS, when JS is high, does not strengthen the relationship
between POP and AC (through BO) as suggested in Hypothesis 4.

Discussion
This study aimed to add to the literature by analysing the moderated mediation of Burnout in
the relationship between Perceived Organizational Politics and Affective Commitment. Justice

Sensitivity was the suggested moderator.
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The results obtained in the empirical study validate the first hypothesis, that POP and AC
would be negatively correlated. Although the relationship is not very strong, it is consistent with
the literature establishing a politicized environment in an organization as a negative trait, making
its employees lose commitment. Reviewing these results, it can be said that organizations with an
over-politicized environment, or at least one perceived as such, may suffer from lack of
commitment of their employees towards their work. As seen in the introduction and literature
review, this lack of commitment often translates to a worse performance.

The analysis of the results of the mediation analysis between POP and AC through BO did
support the stated second hypothesis. The second hypothesis, based on the literature, suggested
that POP and BO would be positively correlated and BO and AC negatively correlated, since
Burnout could be caused by the uncertain and competitive environment characteristic of a
Politicized Organization (Cropanzano et al., 1997) and also have the negative consequence of
loss of enthusiasm, job satisfaction and commitment (Moore, 2000). This mediated relationship
is much stronger than the relationship tested in the first hypothesis. In practice, this strong
correlation between POP and BO may suggest other negative consequences to the company
beyond a decline in commitment, such as worse performance, an increase in job turnover,
absenteeism, and low morale (Maslach and Jackson, 1986). Besides the negative impact Burnout
has on an employee’s personal life, these are all negative consequences of great importance to
companies since they may, directly or indirectly, lead to financial losses. This finding reinstates
the importance of avoiding an over-politicized environment in the organization.

Besides this mediated relationship between POP and AC, this study also wanted to test if
Justice Sensitivity would moderate the effect of POP in Burnout. That moderation would be such

that the higher the JS of the employee would be, the more they would suffer from Burnout in an
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over-politicized organization. Our empirical results did show a moderator effect of JS in the
relationship between POP and BO. As suggested in Figure 2, the moderation works as suggested:
BO is stronger in both low- and high-POP organizations when JS is high. When an employee has
low JS, their BO is significantly increased by a higher POP. As justice sensitivity is seen as a
personal trait which companies cannot change, it is important that organizations focus on
correcting the politicized environment as this may be able to significantly reduce BO in low-JS
employees. While employees with a high JS experience high BO in both low- and high-POP
organizations, companies should then look for other ways of avoiding burnout, as this may
impact work commitment.

In consequence of the established hypothesis 3, it was also studied the possible effect of
JS’s moderation in the mediated relationship between POP and the Affective Commitment. The
fourth hypothesis stated that the relationship between Perceived Organizational Politics and
Affective Commitment through Burnout would be stronger when Justice Sensitivity is high. This
hypothesis could not, however, be validated in a confidence interval of 95 percent since the test
of the conditional effect of POP on AC (through BO) at plus one SD of JS of the mean cannot be
said to be significantly different from zero. The fact that hypothesis 3 was also only validated at
a borderline situation, and that the direct correlation between POP and AC is not very strong,
may explain why the effect of JS in the relationship of POP and AC (through BO) cannot be
completed validated. This can also be explained by the fact that, as shown in Figure 2, BO is
always high when JS is high, almost regardless on the level of POP. Consequently, when JS is
high, the effect of POP in AC through BO may not be significant.

Organizations with an over-politicized environment may lead employees to feel a lot of

uncertainty, to not speak up their minds for fear of negative consequences and to perceive their
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work effort as being in vain given that the criteria for promotions may not always be a
performance-based. As this study shows, employees with high JS will suffer more from BO in
such organizations. However, even employees with a low JS may suffer such negative effects if
the POP is very high. The findings of this study reinforce the need of Call Center managers’ to
re-evaluate predictors of POP such was job autonomy, skill variety, feedback and advancement
opportunity (Ferris and Kacmar 1992); to maintain the organizational politics decisions, such as
pay and promotions, as fair and transparent as possible; and to create solutions for decision—
makers and employees to communicate more freely — as part of a strategy to reduce Perceived
Organization Politics.

Limitations and Future Studies

These results must be interpreted taking into consideration some limitations. Firstly, the
data was all gathered at the same time (throughout a week) and only using one source. As
demonstrated by Maxwell and Cole (2007) and Maxwell, Cole, and Mitchell (2011), the
mediation analysis of cross-sectional data (data gathered all at one time) may produce biased
estimates of the effects of mediators. Therefore, it would be preferable in future studies to test
the mediation hypothesis using longitudinal data. Besides only having one source, this study
sample can’t be considered large and although it can be considered representative of the Call
Center in study, it cannot be considered representative of Call Centers or organizations in
general. Secondly, and very importantly, this results should take into account the problem of
Common Method Variance, in which variance can be attributed to the way the variables are
measured instead of the constructs the measures represent (Malhotra et al 2006), so, for instance
the fact that the survey was done online in a strange interface for the respondents, may have

inflated or deflated the intercorrelations. Another limitation was that the Affective Commitment

20



in study was towards the employees’ project, and not a specific organization, so it may have led
to some differences between the results and the hypothesis constructed based on the literature
review that analysed, in part, Organizational Affective Commitment or commitment without any
specific foci. Future research should take this fact into account and explore this moderated
mediation with the dependable variable being the affective commitment towards an organization.
Thirdly, the confidence interval chosen didn’t allow strong confirmation of hypothesis 3 and it
may have jeopardized the confirmation of hypothesis 4. It would be advisable to re-analyse the
moderated effect of JS in the relationship between POP and BO in other sets of data in order to
reconfirm the results obtained in this study. A future study would also benefit from the research
on the effect of different dimensions of POP and BO in order to understand more nuanced
relationships, which this study was not able to achieve due to the small sample size. Finally, it
would be of great additional value to this investigation to study the moderation effect of JS on
BO with other independent variable other than POP in order to check if there is any
organizational variable that reduces BO for people with high JS.

Conclusion

This research concludes that, in the studied Call Center environment, there is a small
correlation between Perceived Organizational Politics and Affective Commitment, and their
relationship is indeed mediated by Burnout. As POP increases, so does Burnout and,
consequently, the affective commitment decreases. Justice Sensitivity provides a moderator
variable for the relationship between POP and Burnout, such as when JS is high, regardless of
the level of POP, Burnout is high, but when JS is low, higher POP significantly increases BO.
We cannot conclude, however, that this moderator has an impact on the mediated relationship of

POP and Affective Commitment through BO, at least when JS is high.
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