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Abstract

This paper aims to explore how the employees’ organizational silence and perception of organiza-
tional politics play an intermediary role in the process of generating the organizational silence in
the state-owned enterprises with specific organizational climate and environment. Using 563
samples from state-owned enterprises, a linear structure equation model (SEM) is developed to
examine the relationship. The research results show that the leader-member exchange has signif-
icant negative correlation with organizational silence and that the leader-member exchange has
significant negative correlation with perception of organizational politics. In addition, the percep-
tion of organizational politics partially plays an intermediary role in the formation mechanism of
organizational silence. Finally, the countermeasures and proposals are put forward to reduce the
organizational silence of employees in the state-owned enterprises.
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1. Introduction

Organizational silence is a kind of collective phenomenon existing in the organization, which refers to the beha-
vior of employees to retain their views on potential problems in organization [1] [2]. Except that the pro-social
silence has positive effect, the organizational silence negatively affects the organization and employees in dif-
ferent degree. Organizational silence will allow employees to feel unimportant, lost control and cause cognitive
dissonance [3], so they show lower motivation, satisfaction, and commitment and performance level, possibly
having a significant impact on organizational decision in the process of changing. One of the factors causing the
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collapse of Enron as an energy giant is that its employees always keep silent in face of the problems existing in
the corporation, which ultimately threatens the organization’s basic survival.

In reality, the organizational silence is very common. According to the survey of Frances on full-time em-
ployees in consulting, finance, media, pharmacy and advertising industries in America, 85% of respondents did
not represent their ideas to superiors at least once even if they are very important. In China, due to the socialized
influence of traditional “Confucian” culture and the doctrine of the mean on employees, the organizational si-
lence is more common [4].

At present, the operating state-owned enterprises in China have the total asset of nearly 8 trillion yuan. The
number of state-owned enterprises (including state holding enterprises) is more than 150,000; the state-owned
economy almost exists in all industries. In 2013, the total asset of state-owned enterprises all over the country
was 104.1 trillion yuan, with an increase of 16.3%, accounting for about 23% of all the assets. The state-owned
enterprises undertake the responsibilities of national economic management tasks, so in management mode, they
are similar to administrative organizations [5]. The state-owned enterprises have special management style and
culture, which provide special background for us to study the organizational silence [6]. Our focus is on organi-
zational silence behavior of employees in state-owned enterprises with special management style and organiza-
tional climate and its formation process. This study has great significant in reducing organizational silence of
employees in the state-owned enterprises and improving the performance and competitiveness of enterprises.

This paper focuses on the formation process of organizational silence of employees in the state owned enter-
prises. In this paper, it is assumed that the leading factor has a direct impact on organizational silence, while the
perception of organizational politics plays an intermediary role in the formation of individual organizational si-
lence. Based on the samples of 563 employees in the state owned enterprises, the structural equation model is
used to verify and analyze the hypothesis in this paper. Finally, the countermeasures and proposals are put for-
ward to reduce the organizational silence of employees in the state-owned enterprises.

2. Literature Review and Theoretical Hypothesis

The leader-member exchange (LMX) refers to the relationship with different degrees of intimacy formed be-
tween the leadership and staff [7]. According to social exchange theory, the high-quality leader-member ex-
change relationship means that the employees’ risks in putting forward opinions and suggestions are less than
earnings, hence encouraging the staff to express their views and reduce employees’ silence behavior [8]. On the
contrary, the employees in the low-quality leader-member exchange are excluded from the “circle” by the supe-
riors, and the exchange between two sides is only limited to the requirements of the employment contract; so the
resources and attention obtained by such an enterprise are relatively small and the silence degree is relatively
high.

In Morrison’s view, the managers’ inherent concept is the root of causing the silence of employees. This con-
cept can be classified into three categories: the employees are selfish and untrustworthy; the managers under-
stand important problems in organizations best and the harmony and consistency are embodiment of healthy or-
ganization. Because of the existence of these inherent ideas, the organization uses the centralized deci-
sion-making method and it lacks the feedback mechanism of upstream information. Thus, in the organization,
the safe psychological atmosphere cannot be formed effectively, resulting in the formation of quiet atmosphere
in the organization.

Some empirical studies have indicated that, the leader-member exchange quality is positively correlated with
positive behavior of the individual, but it is negatively correlated with negative behavior of individual. For ex-
ample, after the study on the resignation behavior of 499 managers in catering industry, Burris found that the
high-quality leader-member exchange can inspire employees to have the sense of attachment and belonging to
the organization, conducting the active voice behavior. The study of Dyne showed that, the employees in the
low-quality leader-member exchange relationship have lower motivation and they easily have the silence beha-
vior. In addition, taking 302 students and 249 employees as samples, Liden verified the leader-member ex-
change model. He found that the employees in the high-quality leader-member exchange relationship can obtain
more resources and rewards, conducting higher-level organizational citizenship behavior [9].

Therefore, these hypotheses are put forward:

H1: The leader-member exchange has significant negative correlation with organizational silence; that is, the
higher the quality of the leader-member exchange is, the less the silent behavior in organizations is.
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The perception of organizational politics refers to the individual’s perception of political behavior in the or-
ganizational environment [10]. It contains three meanings: 1) The reason of conducting the organizational polit-
ical behavior is the pursuit of some interest; 2) after the individual finds and summarizes the reason for self-
interest behavior, he/she forms his/her perceptions of organizational politics; 3) the perception of organizational
politics is a kind of individual’s subjective feeling. Employees’ perceptions of organizational politics can also
affect their behavior, such as job involvement, job satisfaction and anxiety and resignation intention.

From the perspective of the leadership, according to the social exchange theory, the subordinates in the high-
quality leader-member exchange relationship will gain more trust from leaders, enhancing their job satisfaction
and organizational citizenship behavior and reducing the subjective perception of organizational political beha-
vior. The individual’s relationship with superiors and colleagues has the most important influence on the percep-
tion of organizational politics. If the employee believes that the leader’s behavior of communication with him/
her is based on the opportunism, his/her perception of organizational politics will increase. On the other hand,
good leader-member relationship means smooth communication between the staff and superiors; thus, if the
employees can obtain information on the job more clearly, the employee’s perception of organizational political
behavior becomes lower [11]. In addition, the quality of the leader-member exchange relationship affects their
judgment on fairness, that is, the employee with good exchange relationship with the leaders has higher fair
sense and has lower perception of organizational political behavior. Analyzed from the reality of China, the em-
ployees in the state-owned enterprises are deeply affected by such traditional culture as the spirit of “the scholar
dies for his bosom friend” and they are willing to “repay as much as you can for even a little bit of favor you
have received”. When the employee feels the high-quality leader-member exchange, he/she will show higher
trust to the leader and lower perception of organizational political behavior [12]. Therefore, there may exist cer-
tain degree of correlation between the leader-member exchange and perception of organizational politics.

The perception of organizational politics affects organizational climate and personal attitude toward work.
The organizational political behavior can have a direct impact on organizational silence to a certain degree;
moreover, it can also influence organizational silence from three aspects: individual employee, organizational
member relationship and organizational culture [13]. From the individual point of view, the perception of orga-
nizational politics can trigger the employee’s anxiety and withdrawal behavior at work and enhance the em-
ployees’ awareness of self protection, which finally leads to the defensive silence; on the other hand, as it can
reduce employees’ care for the organization through affecting employees’ satisfaction and enhance the staff’s
non-action motivation, it causes the acquiescent silence. From the point of view of the relationship between or-
ganizational members, the organizational political behavior is a kind of self-interest behavior, which has one
most salient feature: individual pursuit for interest; this will inevitably reduce the level of mutual trust among
the members of the organization, trigging the employees’ self-protection awareness and behavior and generating
the defensive silence. From the point of view of organizational culture, the organizational political behavior in-
fluences organizational silence through enhanced egoism culture. The organizational political behavior of the
senior leaders easily leads to the formation and diffusion of egoism culture in the organization, reducing the em-
ployees’ care for the organization and organizational interest and trigging the acquiescent silence [14]. In the
conclusions of the existing empirical research, Kacmar took the organizational silence as one consequence of
organization of political behavior in his study. Therefore, the more the employees perceive the organizational
political behavior, the higher the degree of causing organizational silence is.

In this paper, the final hypothesis model is shown in Figure 1.

— +
Leader-member > [ Perception of - Organizational
exchange ,, \. organization silence
_|._
Figure 1. The final hypothesis model. Note: “+” represents positive correlation between variables; “= represents negative

correlation between variables.
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3. Research Methods
3.1. Samples

In this study, the samples were taken from the employees in six state-owned enterprises in Beijing, Hebei,
Shandong and Shanxi, concerning six industries: transportation industry, mobile network industry, machinery
manufacturing industry, petroleum industry, nuclear power industry and power industry. A total of 657 ques-
tionnaires were distributed, 598 questionnaires of which were recovered, including 563 valid questionnaires.
Men accounted for 53.46%; the persons under 30 years old accounted for 70.87%; the unmarried persons ac-
counted for 51.51%; the persons with bachelor’s degree accounted for 47.07%; the persons with the work age of
1 - 5 years accounted for 59.93%. The descriptive statistics of samples are shown in Table 1.

3.2. Measurement

The measurement of organizational silence is based on a scale with 15 items prepared by Dyne. The organiza-
tional silence can be divided into three dimensions: acquiescent silence, disregard silence and defensive silence.
The measurement of perception of organizational politics is based on Ferris ’s pops scale, which consists of 12
questions [15]. The measurement of leader-member exchange is based on a 12-item scale developed by Liden
and Maslyn focusing on four dimensions: emotion, loyalty, dedication and professional respect. The above va-
riables are measured through using Likert’s 5-scale method.

3.3. Common Method Bias

In this study, the common method bias is tested, which is based on two methods [16]. First, Harman single fac-
tor test method is used. The confirmatory factor analysis is used to conduct an exploratory factor analysis of the
measurement items of all variables. The common factor number is set as 1. The results show that this factor ex-
plains 44.38% of variability. A common factor doesn’t appear in the unrotated factor structure. Second, the la-
tent error variable control method is used. In the structural equation model, the common method bias is taken as
a latent variable. If, in the case of containing method bias as latent variables, the significant fitting of model is
better, compared to that case without containing method bias as latent variables, the common method bias effect
is verified effectively. The confirmatory factor analysis results show that, the fitting indices of one factor struc-
ture model cannot meet the essential goodness of fit, so the common method bias passes the test in this study.

4. Analysis
4.1. Test on Reliability and Validity

In terms of the measurement model, a series of confirmatory factor analysis model is designed in this paper to

Table 1. Descriptive statistics of samples.

Gender Male 53.46%
Femal 46.54%

Marriage Married 48.49%
Unmarried 51.51%

Educational background High school and under 3.55%
Secondary vocational school 29.48%

Bachelor 47.07%

Master and above 19.89%

Work experience 1 -3 years 50.27%
4 -6 years 29.66%

7 -9 years 11.9%

10 years and above 8.17%
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verify that the leader-member exchange, perception of organizational politics and organizational silence are dis-
tinguishable conception. The single factor, two factor and three factor models are compared from multiple indi-
cators for fitting degree, and whether three concepts are independent and distinguishable is verified in the test.
The results show that, all fitting indicators for three factor model reach the acceptable level, and three variables
have better discrimination validity, which are all different conceptions. From the factor loading value and Cron-
bach’s a coefficient in the variable measurement items, for all variables, the vast majority of factor loading val-
ues are above 0.7, reaching the acceptable level; it indicates that the scale has better construct validity. In addi-
tion, the reliability coefficients of scales are more than 0.70, indicating that the scale has better internal consis-
tency reliability.

4.2. Descriptive Statistics and Correlation Analysis

Table 2 shows the correlation coefficients between variables. All variables are significantly correlated at the
level of 0.01. The leader-member exchange shows significant negative correlation with the perception of orga-
nizational politics, and the perception of organizational politics shows significant positive correlation with orga-
nizational silence, and the leader-member exchange shows significant negative correlation with organizational
silence. This means that there may exist intermediary variable between the leader-member exchange and indi-
vidual organizational silence, which may be the perception of organizational politics.

4.3. Structural Model

The model of adding intermediate variables in Table 3 is our focus. The difference test on the fitting chi-square
values of nested models is conducted, and through the comparison between two values, two models are con-
trasted in terms of advantages. As Model 5 has the largest number of parameters, it is compared with Model 4.
The result shows that, the significant level of Ay*/Adf is 0.01, and all the path coefficients in Model 5 are signif-
icant. So Model 5 is an acceptable model. At the same time, modification indices of the model are checked and
tested. When the MI value is greater than 5, it indicates that the variable has statistical significance; so it is ad-
vised to be incorporated into the model. As the Ml value of Model 5 is less than 5, so Model 5 is taken as the fi-
nally selected model, as is shown in Figure 2.

Table 2. Matrix of variable correlation coefficients (N = 563).

Leader-member exchange Perception of organizational politics ~ Organizational silence

Leader-member exchange 1
Perception of organizational politics -0.333" 1
Organizational silence -0.446™ 0.596™ 1

Notes: “"* represents significant correlation at the level of 0.01 (bilateral); “" represents significant correlation at the level of 0.05 (bilateral).

Table 3. Fitting indicators of model structure (N = 563).

e df vldf  RMSEA NFI NNFI CFI IFI GFI
Modell  576.69 101 5.17 0.095 0.97 0.97 0.97 0.97 0.88
Model2 5832 114 512 0.088 0.97 0.97 0.98 0.98 0.89
Model 3 548.36 141 454 0.085 0.97 0.98 0.98 0.98 0.82
Model 4 11632 222 5.24 0.054 0.91 0.91 0.91 0.91 0.83
Model 5 1005.1 242 415 0.044 0.98 0.96 0.98 0.92 091

Notes: Model 1 is the direct action model of the leader-member exchange on the perception of organizational politics; Model 2 is the direct action
model of the leader-member exchange on the organizational silence; Model 3 is the direct action model of the perception of organizational politics on
the organizational silence; in Model 4, the perception of organizational politics as an intermediate variable is added to Model 2; in Model 5, the direct
path from the leader-member exchange to the organizational silence is added to Model 4.
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—0.13% T T P

Leader-member Perception of

Organizational

—0.12%* 0.340%*

exchange \ organization silence

Figure 2. The finally selected model with the path coefficients. Notes: The numbers in the above figure represent the path
coefficients. The numbers in brackets represent significance (if the absolute value of significance is greater than 2, it indi-
cates significant correlation at the level of 5%).

4.4. Test on Mediating Effect

The test on the mediating effect of intermediary variables is based on a series of regression analysis [17]. The
regression models are built respectively for the leader-member exchange: (1) Y =cX +¢; (2) M, =a,X +e,;

(3) Y=c/X+bM, +e, (“Y” represent the dependent variable; “X” represent the independent variable; “C” re-

presents the impact of X on Y in the case that there is no intermediary variable; “CI” represents the impact of X
on Y after the intermediary variables are introduced. “el”, “e2” and “e3” represent the residual errors; “M”
represents the intermediary variable). Specific procedures are as follows: Step 1: Test the regression coefficient
C; if significant, continue; otherwise, stop. Step 2: Conduct Baron & Kenny partial mediating test; that is, test
Coefficient a and b in turn; if significant, it means the impact of X on Y is realized at least partially through the
mediating variable; if at least one is not significant, then go to Step 4. Step 3: Conduct the third test in the Judd
& Kenny’s complete mediating test; that is, test the coefficient C'; if not significant, it means the complete me-
diating process, that is, the impact of X on Y is realized completely through the mediating variable Mi; if signif-
icant, it means that it is only partial mediating process, that is, the impact of X on Y is realized only partially
through the mediating variable Mi. The test ends. Step 4: Conduct Soble’s test; if significant, it indicates that the
mediating effect of Mi is significant; otherwise, the mediating effect is not obvious. As a pretreatment stage of
mediating test, all the variables are centralized after getting the mean, and then the mediating effect test is con-
ducted for three independent variables.

The path of “the leader-member exchange—perception of organizational politics—organizational silence” is
inspected. In the Equation y =cx+bm+e, “c™ is —0.13, and p < 0.000. So, it is partial mediating effect. The
independent variable has the mediating effect on the dependent variable, which is achieved not completely de-
pending on the mediating role of intermediary variable. The leader-member exchange has direct effect on the
organizational silence; the ratio of the mediating effect to the total effect is 0.689; the mediating effect indicates
the variance variation of dependent variable is 68.77%.

5. Discussion
5.1. Leader-Member Exchange and Organizational Silence

The study in this paper shows that the leader-member exchange has significant negative correlation with orga-
nizational silence, which is consistent with previous research hypotheses. The relationship between them can be
explained from two aspects. Seen from the perspective of social exchange, the employees in high-quality lead-
er-member exchange has closer relationship with the leaders, and they will have more personal interaction, emo-
tional interaction and responsibility cognition. Their mutual interaction is based on mutual trust, loyalty and re-
sponsibility. The employees can gain more resources, training and promotion opportunities; at the same time,
their mutual obligation sense becomes stronger, which encourages them to break the silence and actively put
forward proposals for the enterprise. On the other hand, seen from the risk and earnings, for the employees in
low-quality leader-member exchange relationship, if they put forward views, they only gain less return and face
greater risk. The employees will choose silence when they are faced with crisis or problems. This is because that
they are worried about negative impact on themselves brought about by the suggestions. In practice, whether the
employees choose silence depends on their superiors to a greater degree. If the relationship between two sides
becomes closer and even it goes beyond the scope in the contract, the employees are more willing to put forward
their opinions on some problems in the organization and give their constructive comments.
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5.2. Leader-Member Exchange and Perception of Organizational Politics

The study in this paper shows that the leader-member exchange has significant negative correlation with percep-
tion of organizational politics, which is consistent with previous research hypotheses. Ferris pointed out in his
model for the perception of organizational politics that, the relationship with the superiors and the colleagues has
the most important influence on the individual perception of organizational politics [18]. If at work, the em-
ployee believes that the leader’s communication with him/her is based on the opportunism, the quality of the
leader-member exchange will be reduced, alienating the relationship between leaders and employees and in-
creasing the employee’s perception of organizational political behavior. Conversely, if the employee has good
relationship with the superiors and becomes the leader’s “insider”, the perception of organizational politics will
greatly be reduced. The quality of leader-member exchange determines the degree of smooth communication
between the two sides. The higher the degree of interaction between the staff, superiors and colleagues is, the
more the employees can clearly obtain information on the job, the lower the degree of employee’s perception of
organizational political behavior is. According to social exchange theory, the employees in the high-quality
leader member exchange relationship will obtain more trust from the leaders, improving their job satisfaction
and citizenship behavior and reducing the subjective perception of organizational political behavior. On the con-
trary, the employees in the low-quality leader-member relationship have lower job satisfaction, and they are
more likely to produce perception of organizational politics.

5.3. Intermediary Role of the Perception of Organizational Politics

This study shows that, in the formation of organizational silence, the perception of organizational politics plays
an intermediary role. According to the analysis of the intermediary role, the perception of organizational politics
partially plays a mediating role in the relationship between the leader-member exchange and organizational si-
lence. For the employees in the low-quality leader-member exchange relationship, they are in the economic ex-
change relationship with the leaders most of time; due to the lack of social exchange, they are excluded outside
the “circle”. Due to the lack of communication and interaction with the superiors, they gain less trust and sup-
port from the leaders, more likely to perceive the political behavior. As they are worried about their own future,
they remain silent for some issues in the organization. The decrease in job satisfaction leads to the employee’s
indifference to organization, causing the acquiescent silence. The insecure organizational climate makes the em-
ployees have a sense of anxiety and fear, which strengthens the employees’ consciousness of self protection,
leading to defensive silence. This conclusion has been proved in this paper. The empirical study shows that, the
perception of organizational politics plays a mediating role in the formation of organizational silence. The result
is consistent with the hypothesis.

6. Suggestions

The state-owned enterprises are different from general enterprises as the ordinary civil subject [19]. Compared
with other ownership enterprises, the state-owned enterprises, to the greatest extent, follow the traditional bu-
reaucratic culture [20]. When the employees in the state-owned enterprises perceive more organizational politi-
cal behavior, their satisfaction and psychological safety will decrease, easily leading to the silence behavior.
This will cause adverse effects on the realization of organizational performance and individual development [21].
So, in this study, the proposals are put forward from the following aspects:

The good communication channels and fair atmosphere shall be established in the organization, and the orga-
nizational political behavior shall be reduced. As the organizational political behavior is the root for the em-
ployees to generate the perceptions of organizational politics, the state-owned enterprises should establish a
scientific management system to improve the communicative ability of the management personnel and advocate
the democratic participation of employees. The establishment of good communication channels and atmosphere
can reduce the negative impact of organizational political behavior, which will help improve the employees’ sa-
tisfaction and psychological safety. The atmosphere of trust enables the employees to dismiss the fears of the
acts of revenge by the superiors because of their suggestions and believe that their opinions will be given atten-
tion.

From the perspective of managers, the quality of the leader-member exchange has a significant predictive ef-
fect on organizational silence. Too large power gap between the employees and leaders is too large, the non-
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open decision-making process of the organization and arbitrary decisions of leaders will increase the atmosphere
of silence in the organization. On the one hand, the leaders shall respect and care for subordinates and manage to
communicate with subordinates. On the other hand, the managers shall accept the employees’ advices with
broad mind and tolerant attitude. When making decisions, the leaders shall allow employees to participate in this
process so that they can listen to the employees’ views and inner voices, motivate employees to actively give
some advice, reduce the employees’ uncertainty and insecurity and reduce the degree of organizational silence.
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