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Abstract

The present research analysed the relationships among organizational justice, psychological em-
powerment, organizational citizenship behaviour, and perceived organizational performance. For
this purpose, the data was collected from 260 employees working in different banks in Pakistan.
Baron and Kenny’s regression approach was used to test the mediation effect. In addition, Sobel
test by Preacher, K. J. & Hayes, A. F. was also used for bootstrapping in the SPSS. All the alternate
hypotheses of the study were accepted. The results of the study revealed that organizational citi-
zenship behaviour partially mediated the relationship between organizational justice and per-
ceived organizational performance. It was also found that organizational citizenship behaviour
fully mediated the relationship between psychological empowerment and perceived organiza-
tional performance.
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1. Introduction

Organizations are constantly changing in every field of operations due to globalization. Working procedures of
the organizations are also changing rapidly due to the advancements in technology. There are some active Hu-
man Resource Management (HRM) practices that can be helpful in providing solutions to the problems which
are the result of continuously changing of the work environment. These practices can be a major source of or-
ganizational success. It is not an easy task to manage the people of current age group at the same time in vibrant
and rapidly changing environment at different work sites. There should be different treatments for different peo-
ple because one dimension of benefits is preferred by some individuals and the others may prefer a different di-
mension of benefits. For this purpose, such HRM practices should be implemented that provide strength to the
organization in form of increased performance of the employees [1].

Currently, the significance of managing firm’s resources should be taken into mind for the success of any firm.
Human resources play a vital part and must be considered [2]. Human resources are the key factors for differen-
tiating success factor for many organizations especially for service industry. According to Shafie et al. [3], hu-
man resource provides goals and gives life to the organization. Additionally, the main challenges for many firms
in these days are to recruit, hold, manage, and satisfy their employees who can help to increase the effectiveness
of the firm.

A deep study of material in management research shows that the productive organizational performance is in
direct relationship with the motivation level and commitment level of the employees in the organization. Moti-
vation of employees at workplace is influenced and shaped by many factors. Some of the factors that influence
and shape the motivation of employees are organizational justice and provision of basic needs for the employees.
Organizational justice is achieved when people notice that they are treated at work equally and fairly. Well
known psychologists also emphasize that in social exchange, fairness produces the motivation. Because every-
one will get what they deserve if everything is fair in life. Individuals compare themselves with the actions of
others to determine if they are treated fairly or not. Organizational justice can’t be taken too lightly because it is
a major source of motivation of the employees. The three main components of organizational justice that are
discussed extensively in research are “distributive justice”, “procedural justice”, and “interactional justice”.
Procedural justice means that employees perceive in their minds that the decisions made by the management are
transparent and fair while allocating the resources or resolving the disputes. Distributive justice is about the fair
allocation of resources and rewards [4].

Most of the researchers and practitioners in the field of organizational theory find that psychological empow-
erment is very important construct and should be critically evaluated [5] [6]. After growing global competition
and organizational change, it was required from the employee side that they should be motivated and able to
take initiatives [7]. Due to this requirement, interest in psychological empowerment increases rapidly. Although
the research on the construct is increasing and important, there are a few theoretically derived and tested meas-
ures of psychological empowerment. According to Zimmerman [8], psychological empowerment was not meas-
ured by the previous researchers by keeping work situations in mind which limited the usefulness of the con-
struct in organizational research.

OCB is one of the critical and important topic in the research of organizational behaviours. In OCB, the em-
ployees perform duties beyond their obligations and cooperate voluntarily and consult with others [9]. It has
been found that OCB helps in the long-term success of the organization [10]. OCB is recognized as a conscious
and autonomous behaviour by Organ [11], which leads to organizational productivity.

In previous researches the effect of organizational justice and psychological empowerment was shown on or-
ganizational citizenship behaviour. But the mediating effect of organizational citizenship behaviour among or-
ganizational justice, psychological empowerment and perceived organizational performance was not tested. In
previous research the impact of organizational justice and psychological empowerment was tested on organiza-
tional citizenship behaviour as dependent variable. In current study, we take organizational citizenship behav-
iour as mediating variable and test its mediating effect between organizational justice, psychological empower-
ment and perceived organizational performance.

2. Literature Review

Organizational Justice: According to Colquitt et al. [12], in managerial and psychological researches, a very
large amount of attention is given to organizational justice. Organizational justice means that staff perceive that
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organizational behaviours are fair [13]. Based on previous research by different researchers and scholars, it has
been found that there are three forms of organizational justice: distributive, procedural, and interactional justice
[14] [15]. Distributive justice is a term that tells about the perceived justice from the consequences people re-
ceive as described by Mcdowal & Fletcher. Procedural justice is all about the perception of people about the
procedures to which the consequences belong (Mcdowal & Fletcher, 2004). Bies & Moag [16] suggested inter-
actional justice as the quality of interpersonal interactions of organizational decision-makers during organiza-
tional procedures. Interacting with one another, these three dimensions of justice form the perceived justice for
the people in the workplace [17].

According to the theory of justice, the information of distributive, procedural, and interactional justice is
processed for making and revising total justice judgments. According to this theory, some other attitudes like job
satisfaction [18] [19], OCB [20], organizational commitment [21] [22], organizational trust [23]-[25], and ag-
gressive behaviours [26] are also effected with organizational justice. According to Herrenkohl et al. [27], per-
ceived justice is an important factor to differentiate more empowered (psychologically) and less empowered
groups.

Greenberg [28] explains in an article in which previous as well as current and future of organizational justice
is discussed that many variables related to organizational behaviour outcome may be potentially explained by
the research on organizational justice. Organizational justice is a conceptual word used in literature to explain
the contribution of fairness because it is in direct relationship to the workplace. Most importantly, organizational
justice is all about the ways in which employees feel that either they are treated fairly or not in their jobs in the
organization. It is also considered by the employees that how these determinations affect other variables which
are related to work. According to Alsalem & Alhaiani [29], organizational justice can help in explaining the
matter that why the workers react against unfair results or unsuitable procedures and inter-connections.

After considering the above discussed points, the following hypothesis can be considered;

H1: Organizational iustice has positive effect on perceived organizational performance.

Psychological Empowerment: There are similar definitions about the psychological empowerment which are
presented by different researchers. In the early research, the researchers on organizational research give more
attention to empowering as a delegation of power and authority from higher level of management to lower level
of management. They also increase the access of lower staff to the knowledge and resources of the organization
[30] [31]. But in the recent research, the researchers like Thomas and Velthouse (1990) supported the concept
that this construct of psychological empowerment should be viewed from a different point of perception. Conger
and Kanungo [32] on the other hand also claim that these management practices of delegation of authority are one
side of those practices that empower employees but it is not a pet condition. Until recently, little research has taken
an individual perspective on empowerment, focusing on the psychological experience of empowerment.

A detailed definition of empowerment hasn’t been offered yet although the concept has been discussed and
used in literature for different studies. Mondros & Wilson [33] believe that this concept is rarely identified and
has been literally regarded. The reason for that is the absence of a historical and experimental context for this
concept among other organizational concepts.

Empowerment means to give authority to others. Empowerment should be regarded from the view of a redis-
tribution model by which power balance is provided through trust and cooperation protection [34]. Conger &
Kanungo (1988) focused on authority as the focal point of empowerment, giving discretion to the staff to make
and exert their own decisions. Liu et al. [35] define empowerment as the mental relations of the employers and
the employees. It is proved that psychological empowerment is correlated with organizational attitudes and be-
haviours [36].

The above discussion of different concepts about the psychological empowerment shows that it is a very im-
portant phenomenon in the field of social sciences and should be addressed deeply. Because individuals who are
empowered are more loyal and sincere to the organization and positively contribute towards the improvements
of the organizational performance. The above discussion can be used to pose the following hypothesis;

H2: Psychological empowerment has positive effect on perceived organizational performance.

Organizational Citizenship Behaviour: A long period of time ago, Dennis Organ and his associates Bateman
[37] used the term “Organizational Citizenship Behaviour” (OCB) for first time in management research. Ac-
cording to the concept discussed by Barnard [38] in his research, OCB means “the willingness to cooperate” and
Katz [39] [40] defined the same concept as “innovative and spontaneous behaviours”. Organ (1988) defined the
concept of organizational citizenship behaviours as “individual behaviour that is discretionary, not directly or
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explicitly recognized by the formal reward system, and that in the aggregate promotes the effective functioning
of the organization. By discretionary, we mean that the behaviour is not an enforceable requirement of the role
or the job description, that is, the clearly specifiable terms of the person’s employment contract with the organi-
zation; the behaviour is rather a matter of personal choice, such that its omission is not generally understood as
punishable”.

Advancement in organizational citizenship behaviour theory and research produced acceptable results for re-
searchers. On the other hand unfortunate consequences have also been produced. For example, according to Van
Dyne et al. [41], key focus of investigation on organizational citizenship behaviour and other interconnected
concepts are on substantive validity defined by Schwab [42] rather than construct validity. After Schwab (1980),
Van Dyne et al. (1995) recommended that if special attention did not given to the theoretical explanations of the
concept, then there is a danger of development of such literature which will be of no value in the future. It is be-
cause the researchers have focused much on relationship between organizational citizenship behaviour and other
variables instead of presenting a more clear definition of organizational citizenship behaviour.

Taken together, the overall results reported in previous research provides general support for the hypothesis
that organizational citizenship behaviours are related to organizational effectiveness. So it is to be said that or-
ganizational citizenship behaviour is a construct that should be considered carefully in the research environ-
ments and it is a very important factor that contributes to the increment of the individual’s motivation towards
the organization. Therefore, it is reported to be such variable that can increase the performance of the firm as the
satisfied employees will be more productive as compared to those who are not satisfied. On the basis of above
literature, the followings hypotheses are as follows;

H3: Organizational justice leads to perceived organizational performance through the mediating effects of
OCB.

H4: Psychological empowerment leads to perceived organizational performance through the mediating effects
of OCB.

Perceived Organizational Performance: After surfing a lot of research literature it was found that organiza-
tional performance had been measured through various indicators. Delany & Huselid [43] used perceptual
measures of organizational performance, profitability ratios and liquidity ratios were used by Terpstra & Rozell
[44] to measure the financial performance of firm, sales based or value added in the products of the organization
by each employee were practiced by Black & Lynch [45] and Cappelli & Neumark [46] and productivity was
measured in physical form were used by Arthur [47]. Singh [48] has discovered in his studies that there is a
drawback of this approach because it is highly subjective for the individual to find the improvements in the or-
ganization in which the individual is working as well as the performance of individual himself, and collecting
about the performance of a rival firm. It was therefore required by the HRM managers that they should make
standard to test the performance of their own firm with the performance of preceding years to determine the
perceived performance of firm and the performance of the individual at the same time.

Present theoretical efforts on resource-based observation of the firm support the concept that suitable human
resource practices may be a substantial base of “competitive advantage” and claim that all the valuable and pro-
ductive organizational resources lead to sustainable competitive advantage. Resource-based theory says that
these foundations of value are progressively available to almost everyone somewhere and they are easy to du-
plicate, mainly when paralleled to complex social arrangements like human resource systems. Good human re-
source management practices has an effect on “organizational performance” by improving the “attitude of em-
ployees, skills, abilities, knowledge, motivation and working patterns”, according to Delaney & Huselid (1996).

Several writers in the research field have discovered that there are relations among the HRM practices of the
individuals’ and performance of the firm in the market. As described by Youndt et al. [49], the human resource
practices were in direct relationship with the all dimensions of market performance of the firm. Perceived or-
ganizational performance is measured by the perception of the employees about the performance of their firm as
compared to the financial position of the firm in previous years. Employees also compare their firm with the
competitors to measure the improvements. On the basis of above discussion the research framework is shown in
Figure 1 for current study.

3. Methodology

This study was conducted to provide evidence about the effects of organizational justice and psychological em-
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Figure 1. Conceptual framework.

powerment on perceived organizational performance and to test the mediating effect of organizational citizen-
ship behaviour among them. Quantitative approach is used in this study and a questionnaire based on two sec-
tions in which first section was about the demographics and second section was about the questions related to
the variables. For the purpose of this study, 300 questionnaires were distributed and 260 were returned by the
respondents. It is a general consideration that characteristics of population are represented by the sample chosen
from that population.

Close ended questionnaire based on five point Likert scale with options from strongly agree to strongly dis-
agree. Each option was assigned a scale. 5 = strongly agree, 4 = agree, 3 = indifferent/neutral, 2 = disagree and 1
= strongly disagree.

To measure the dependent variable (Perceived Organizational Performance) questionnaire was based on ques-
tions/items used by Singh (2004), Qureshi et al. [50] and Magsood (2010). They used ten items to measure or-
ganizational performance (e.g. Quality of our products/services has been improved). Two dimensions of organ-
izational justice i.e. procedural justice and distributive justice were measured by using the questionnaire of Nie-
hoff & Moorman (1993) with 11 items (e.g. my work schedule is fair). To measure psychological empowerment,
the questionnaire of Spreitzer [51] with 11 items was used (e.g. the work | do is very important to me). To
measure OCB, the questionnaire of Podsakoff et al. [52] examining 22 items (e.g. Helps others who have heavy
workloads) with 5-point Likert scale (from 1-strongly disagree to 5-strongly agree) was used. Cronbach Alpha
for organizational justice, psychological empowerment, organizational citizenship behaviour, and perceived or-
ganizational performance was 0.68, 0.80, 0.81, and 0.72 respectively.

4. Findings and Analysis
4.1. Data Analysis Tools and Techniques

Regression analysis of Baron and Kenny [53] and Sobel macro by Preacher and Hayes [54] were used to test and
cross verification of the hypothesis of the study. Pearson correlation was used to check the strength of relation-
ship among the variables of study.

4.2. Profile of Respondents

Out of 300 questionnaires distributed, 260 were returned completed showing 86.67% response rate. According
to Table 1 there were 81.9% male respondents and remaining 18.1% were female respondents. There were 17.7%
respondents in group “less than 30 (years old)”. The majority of the respondents were from 30 to 35 years old
representing 60.4%. While number of respondents in all remaining age groups was less than 10%. Married were
64.6% and regular were 79.6%. Most of the respondents have experience from 3 to 5 years and represent 34.2%
and remaining “less than three years”, “6 to 10 years”, “11 to 15 years”, “16 to 20 years” and “more than 21
years” of experience represent 20.8%, 27.7%, 5.8%, 7.3%, and 4.2% in the same order.

Table 2 shows the matrix of Pearson Correlation, Mean and Standard Deviations and it is clear from the ob-
servation of the matrix that there is significant relationship between the variables of the current study i.e. de-
pendent variable (perceived organizational performance), independent variables (organizational justice, psycho-
logical empowerment) and intervening variable (organizational citizenship behaviour). Table 2 shows that there
is positive relationship between all the variables. It means that with the increase in one variable the
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Table 1. Demographics of the respondents.

Demographics Number of Participants (N) Percentage
Gender
Male 213 81.9
Female 47 18.1
Age
Less than 30 46 17.7
30t035 157 60.4
36 to 40 18 6.9
41to045 16 6.2
46 to 50 16 6.2
51 and Above 7 2.7
Marital Status
Unmarried 92 354
Married 168 64.6
Experience
Less than 3 years 54 20.8
3to 5 years 89 34.2
6 to 10 years 72 27.7
11 to 15 years 15 5.8
16 to 20 years 19 7.3
21 and above 11 4.2
Nature of Job
Contract 53 20.4
Regular 207 79.6
Table 2. Pearson correlation results.
Mean SD oJ PE OoCB POP
0J 343 0.46 1
PE 3.66 0.53 0.51" 1
OCB 3.87 0.34 0.40™ 0.72" 1
POP 4.06 0.38 0.52" 053" 0.73" 1

“Correlation is significant at the 0.01 level (2-tailed).

result will be increase in the other variable. In simple words we can say that increase in dependent variable also
increase the value of dependent variable. All the values of correlation are significant at 0.01 2-tailed test. Inde-
pendent variables (organizational justice, psychological empowerment) are positively correlated with mediating
variable (organizational citizenship behaviour); it is also found that mediating variable is also positively corre-
lated with dependent variable (perceived organizational performance).

Table 3 below shows the results of regression analysis. The result shows that there is a significant positive
relationship between all the variables of study (organizational justice, psychological empowerment, organiza-
tional citizenship behaviour, and perceived organizational performance). R? shows that how much variation in
dependent variable is explained by independent variable. In our case the highest value of R* = 0.53 which is
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Table 3. Regression analysis results between the variables of study.

B R? AR? Sig

0J — POP 0.43 0.27 0.27 0.00

0J — OCB 0.29 0.16 0.15 0.00
OCB — POP 0.83 0.53 0.53 0.00
0J — OCB — POP 0.23 0.60 0.59 0.00
PE — POP 0.39 0.29 0.28 0.00

PE — OCB 0.45 0.51 0.51 0.00

PE — OCB — POP 0.02 0.53 0.53 0.66

between organizational citizenship behaviour and perceived organizational performance. OCB partially mediates
between OJ and POP because the results remain significant after entering the mediator in analysis. On the other
hand, OCB fully mediates the relationship between PE and POP because the results become insignificant after
including the mediator in the analysis.

4.3. Limitations and Suggestions for Future Research

While conducting the research there were many limitations in it. First one is the limitation of sample size. For
more accurate results a large enough sample should be considered. Second, there is lack of understanding in the
respondents about the concepts asked in the questions. Thirdly, organizational performance was measured ac-
cording to the perception of employees which may show biased results and far from reality.

This study was conducted in a developing country where the organizations were not fully adopting the man-
agement policies and practices discussed in literature. There is a lot of attention required in the future to test
such concepts in other fields of industry. The current study was in banking sector. Other sectors like services
and manufacturing should also be included in future research.
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