Felix Kwame Opoku:HRM Practice and Innovative Work Behavior: Organisational Politics as Mediator and Personal Locus of Control as
Moderator

HRM Practice and Innovative Work Behavior: Organisational Politics as
Mediator and Personal Locus of Control as Moderator

Felix Kwame Opoku'; Innocent Senyo Kwasi Acquah? & Kassimu Issau®

School of Business, University of Cape Coast, Ghana
E-mail:felix.opoku@ucc.edu.gh'; iacquah@ucc.edu.gh?; kissau@ucc.edu.gh?

https://doi.org/10.47963/jobed.2020.07

Abstract

The general objective of this study was to examine the effect of organisational politics on the relationship between
HR practice and the innovative work behaviours of selected senior staff of the University of Cape Coast in Ghana.
A secondary objective was to examine the moderation of personal locus of control on the association between
organisational politics and employees innovative work behaviour. The study adopted an explanatory research design,
using a purely quantitative approach. The target population comprised of all senior staff of the University of Cape
Coast. The G*Power 3.1 software was used to select 119 members into the sample for this study. Data were collected
through a self-administered survey questionnaire and analysed, using the Partial Least Square-Structural Equation
Modelling (PLS-SEM) technique. The findings of this study suggest that organisational politics has a statistically
significant positive influence on the link between human resource management practice and employees’ innovative
work behaviour. Unexpectedly, the paper also found that the link between organisational politics and personal locus
of control, on one hand, and that between personal locus of control and innovative work behaviour, on the other hand,
were statistically non-significant and negative. Therefore, we recommend that since organisational politics is an
inevitable element in every human institution, any attempt by management to improve the innovative work
behaviours of employees must take into account the possible effect of organizational politics on the said intervention.

Keywords: Human resource management practice, innovative work behaviour, organizational politics, personal locus
of control, Ghana.
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Introduction

In the midst of the constantly changing business environment, characterised by the endless and interminable taste of
customers for new products and services, one area that has become so critical to management is how to maximise
the innovative potential of their employees (Pukiené, 2016). As noted by Tushman and Nadler (1986), in the 21%
Century business, there is perhaps no more pressing managerial problem than the sustained management of the
innovative work behaviour of employees. Innovative work behaviour is defined by Janssen (2000) as the behaviour
of an individual that is intended to intentionally create, introduce, and apply new ideas, processes, or products.
Koednok and Sungsanit (2018) have recently defined innovative work behaviour as an employee’s action directed at
the generation, application and implementation of novelty ideas, products, processes and methods to develop their
job positions, departmental units or the entire organisation. Though these definitions seem to interpret innovation as
something new, including new processes, new products, new markets, new practices or a combination of any of these
examples, in this study, the concept may also refer to the application of existing products or services in a unique way,
as held by De-Jong and Den-Hartog (2010).

Innovative thinking is largely dependent on employee know-how (Bos-Nehles et al., 2017; Koednok & Sungsanit,
2018). As posited by Yusuf (2009), innovation springs from the creative application of employee skills and
knowledge, which, in turn, derive from the effective management of employees in the organisation. This is supported
by Agarwal (2014), who argued that organisations may be restricted in their ability to innovate if they do not know
how to trigger employees in a way that will encourage them to engage in innovative work behaviours. Foss and
Laursen (2012) also argued in a similar manner, saying that management can improve the innovative work behaviour
of their employees through dedicated training, new rewards, new ways of communicating with and between
employees, and increasingly sourcing ideas and knowledge from organisational members. In sum, previous studies
have shown that innovative work behaviour is achievable through the effective management of employees (Bos-
Nehles & Veenendaal, 2019; Pukiené, 2016). There is a theoretical logic in the preceding empirical studies. The
generation and implementation of creative ideas through innovative work behaviour aims at helping a firm to achieve
sustainable competitive advantage over rival companies (Saa-Pérez & Garcla-FalcOn, 2002).

Among the resources in the organisation, it is only the human resource whose management meets the criteria for
achieving sustainable competitive advantage (Wright ef al., 1994). This conclusion is based on the resource-based
theory, as proposed by Barney (1991). The central proposition of this theory, as held by Barney (1991), Wernerfelt
(1984) and Prahalad and Hamel (1990), is that a firm can only achieve sustainable competitive advantage by
developing such strategic resources from its own structure and within its own capabilities. It is also held that the
most strategic resource of the organisation is the human resource (Prahalad & Hamel, 1990). Consequently, the
resource-based theorists believe that human resources can be managed to achieve sustainable competitive advantage
since people skills and competencies are valuable, rare, non-substitutable and difficult for competitors to imitate
(Saa-Pérez & Garcla-FalcOn, 2002). The emphasis on human resources has, therefore, become necessary because
people hold the promise of gaining sustainable competitive advantage and innovation (Bos-Nehles et al., 2019). The
innovative work behaviour of employees derives from effective HR practice (Bos-Nehles et al., 2019; Pukiené, 2016).
Khan et al. (2019) identified recruitment and selection practices, training and development practices, performance
appraisal practices, rewards management practices, and health and safety practices as the most common human
resource management (HR) practices. The argument in this paper is that when the appropriate practices are identified
and effectively implemented, the innovative work behaviour of employees will be improved (Bos-Nehles et al., 2019).

While there is a strong theoretical and empirical support for the significant positive relationship between effective
HR practice and innovative work behaviour, the same cannot be said of the relevant contextual factors that mediate
this relationship (Riaz & Hussain, 2018). Furthermore, the few studies (Foss & Laursen, 2012; Riaz & Hussain, 2018)
that tried in this direction did not consider organisational politics, which is an integral part of every organisational
life (Demirel & Goc, 2013; Ullah et al., 2011; Gotsis & Kortezi, 2010). Thus, several questions remain unanswered
as to which contextual factors more importantly affect the relationship between human resource management practice
and employees’ innovative work behaviour. This is the motivation for this study. Vigado-Gadot and Drory (2007)
defined organisational politics as an intentional social influence process in which behaviour is strategically designed
to maximise self-interests, and therefore, in conflict with the collective organisational goals or the interests of other
individuals (Donald, Bertha & Lucia, 2016; Danish, Humayon, Aslam, Usman & Tariq, 2014). Previous studies
focused on the negative aspect of organisational politics, arguing that work politics often interferes with normal
organisational processes (decision making, promotion and reward) and, therefore, tends to damage productivity and
performance on both the individual and organisational levels (Drory, 1993). In recent times, however, most scholars
(Fedor, Maslyn, Farmer & Betternhaasen, 2008; Simmons, 2009) have argued that if political tactics are used
appropriately, they can advance an organisational cause that benefits everyone equally, then they are more likely to
be seen as purposeful and legitimate.

The argument in this paper is that whereas research has found support for the positive relationship between
effective HR practice and innovative work behaviour, acquiring the skills through appropriate HR practice is one
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thing, but having the feelings and commitment to put new ideas into practice is another. We suggest that, without
appropriate organisational politics, HR practice can only provide the skills for innovation, but cannot assure the
organisation of any meaningful innovative work behaviour. The authors are, however, aware that the influence of
organisational politics on the link between human resource management practice and innovative work behaviour will
not be felt exactly equally by all employees, based on their personal locus of control (Bos-Nehles et al., 2019).
Spector (1982) defined personal locus of control as the degree to which individuals perceive themselves to have
personal control over their environment (Rotter, 1966). Previous research has shown that the effect of organisational
politics depends on the employee’s personal locus of control (Spector, 1982). Employees with an internal locus of
control perceive their work environments as being controllable (Agarwal, 2016). As a result, if they confront any
inconvenience in their work environment, they will only change their behaviour (Ng et al, 2006). Alternatively,
individuals with external locus of control are less likely to change their behaviour because they do not believe that
doing so would change any inconvenience in their work environment (Agarwal, 2014; Ng et al., 2006).

The main aim of this research is to investigate the effect of organisational politics on the relationship between HR
practice and employees’ innovative work behaviours among the senior staff of the University of Cape Coast in Ghana.
A secondary objective is to examine the moderation of personal locus of control on the association between
organisational politics and employees innovative work behaviour. Hence, this paper attempts to answer the following
specific questions: Do HR practices directly predict employees’ innovative work behaviour? and Does organisational
politics significantly mediate the relationship between HR practices and employees’ innovative work behaviour? In
the remainder of the paper, we present the review of literature, development of hypotheses, the methodology, data
presentation, discussion of results, findings and conclusions.

Literature Review

The underpinning theory of the study

The resource-based theory is the main foundation on which this study is built. It is a vital and critical theory
underlying the study of strategy and competitive advantage. The theory was originally proposed by Barney (1961)
and supported by several scholars, such as Ansoff (1965), Wernerfelt (1984), and Prahalad and Hamel (1990). In
recent times, the theory has been refined by Hitt, Xu and Cames (2016), and Kehoe and Collins (2017). The main
assumption underlying the resource-based theory is that sustainable competitive advantage derives from the internal
resources and capabilities of people. These resources, according to Barney (1961), can help an organisational to
achieve competitiveness only when they are rare, valuable, non-substitutable and imperfectly imitable. Among these
characteristics, Barney (1961) found) the rarity of resources as the most fundamental element. He argued that a
resource may be valuable, non-substitutable and imperfectly imitable during a short-term period but, if it is not rare,
another organisational can easily conceive and imitate any strategy it provides, thereby reducing its value and the
rate of its non-substitutability in the industry or market. Resources are rare when they are currently controlled by one
company or a small number of competing companies. They are valuable when they have the ability to reduce cost or
increase the price of a product or service, and they are inimitable if there is no other resource that could be used as
an adequate and worthy replacement for them (Prahalad & Hamel, 1990; Wernerfelt, 1984). Finally, resources and
capabilities are non-substitutable if they do not have strategic equivalents (Bohlander, Snell & Sherman, 2001). The
resource-based theory is relevant for this study because the identification and development of employee
competencies, which are part of the internal resources of the organisation, will greatly depend on the type of
organisational politics in place.

HR practice

Previous studies have identified a great number of HR practices. Dessler (2005) identified selecting, screening,
recruiting, training, rewarding, appraising as well as attending to labour relations, safety and health, and fairness
concerns (Saifalislam, Osman & AlQudah, 2014). Khan, Yusoff, Hussain and Binti (2019) reported recruitment and
selection practices, training and development practices, performance appraisal practices, rewards management
practices, and health and safety practices. Barney (2019) also reported nine practices, including recruiting, workflow,
managing proficiency assessment, dismissal, compensation management, learning and development, empowerment
and internationalisation, and relationships amid employees, while Theodore (2018) and Zhou (2018) identified
creating a pool of suitable applicants, recruiting individuals, selecting, monitoring performance, managing
compensation and training employees. Additionally, giving compensations and monitoring performance also
increases the productivity of employees. Others (Bach & Della Rocca, 2000; Vera & Crossan 2004) have identified
four practices of human resource management, including collection, selection, evolution, and compensation.
Following this review, the authors of this paper have observed that there are five common HR practices, including
recruitment and selection practices, training and development practices, performance appraisal practices, rewards
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management practices, and health and safety practices, as espoused by Khan et al (2019). HR practices in this study,
therefore, relates to those identified by Khan et al (2019).

Recruitment and selection function

Recruitment and selection practices are the procedures used by HR managers to attract and place individuals into
vacant jobs in the organisation (Khan et al., 2019). Effective recruitment and selection practices enhance the firm’s
chances of finding the best candidates available for any advertised position (Bartunek & Moch, 1987). To resource
an organisation, talents may be recruited internally by rehiring former employees or promoting existing employees
(Taylor, 2010). Taylor (2010) believes that internal recruitment practices allow the organisation to experience cost
savings in areas such as advertising, induction and training. Regardless of the benefits of internal hiring, a company
may resort to external recruitment if the desired skills cannot be sourced from within. Once management has decided
on how they will recruit potential candidates for the job, their next task is to select the candidate who will best fit the
vacancy (Taylor, 2010). Selecting the right candidate is fundamental to the functioning of an organisation because a
well-designed and implemented selection programmes produce concrete benefits, such as a reduction in turnover,
and lower levels of employee misconduct (Taylor, 2010). It is for this reason that during the recruitment and selection
process, management is required to ensure a better fit between the organisation and the potential employees. In doing
so, management must provide job applicant with “all pertinent information (both positive and negative) without
distortion.” Realistic job previous (RJPs) is an alternative to the traditional “seduction” method where job candidates
were only informed about the positive aspect of the organization. The realistic job previous may also be supported
with appropriate testing, which are often used to screen out non-fit candidates.

Training and development function

Training and development practices consist of the procedures and methods used to by HR managers to instill learning
among members of the organisation (Jacobs, 2003). While training is a short-term learning activity for the acquisition
of specific skills required for doing a particular job, development equips employees with general knowledge and
competencies required for future responsibilities. There are several types of training an organization can use to instil
the requisite skills, knowledge and abilities in the employee. The most common classification ranges from traditional
versus contemporary training, orientation versus mentorship, formal versus informal training, technical versus
professional, in-house versus external training and so on (Mamoria, 1995). The type chosen depends on the
availability of resources, the type of company, and the priority the company places on training. According to Ongori
and Nzonzo (2011), training is frequently classified into on-the-job or off-the-job.

On-the-job training allows the trainee to develop skills in the real work situation by actually using the machinery
and the materials involved in performing the job (Dessler, 2005). This type of training saves time and cost because
the employee engages in the training while performing his or her daily duties concurrently. Off-the-job training
occurs when trainees learn their job roles away from the actual work floor or situation, usually in an environment
that is duplicated and used for that purpose (Ongori & Nzonzo, 2011). The advantage of this type of training is that
the employee does not have a divided attention. The most cited disadvantage of off-the-job training, however, is that
trainees usually find it difficult to transfer the skills learnt from training to the workplace. A well-trained employee
makes better and economic use of materials and equipment which, in turn, minimize wastages in the system
(Mamoria, 1995). Development, on the other hand, aims at enhancing the overall growth of employees for future
responsibilities (Khan et al., 2019). Training and development modify not only existing skills; they also help trainees
to adapt to new technology.

Performance appraisal function

Performance appraisal practices are the HR practices by which managers evaluate, compare and provide feedback
on employee performance (Ahmad & Bujang, 2013; Fletcher, 2001). The appraisal of employee’s performance is
important because it serves as the basis for performance feedback and validation of selection processes, promotions
and transfers (Bartunek & Moch, 1987). Employee performance may be measured in terms of quantity or quality of
output, creativity, flexibility or anything else desired by management (Campbell, 1990). The general aim of
performance appraisal has always been to improve the performance of employees (Ayomikun, 2017). The term
performance appraisal has many labels, including, but not limited to, performance review, employee appraisal,
performance evaluation, employee evaluation, employee rating, performance assessment, performance measurement,
staff assessment or personnel rating (Ahmad & Bujang, 2013). In an effective performance appraisal system, the
performance of individuals over the review period is evaluated; strengths and weaknesses identified, and reasons for
any shortfall in performance examined (Bartunek & Moch, 1987). Performance appraisal has become part of a more
strategic approach for integrating HR activities and business policies, through which managers evaluate, compare
and provide feedback on employee performance. An organisation can derive total benefit from the performance of
her employees only when management is able to explore, expand, and appraise the full potential of their employees.
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In doing this, management must continuously review its structures and systems, create new roles, and assign new
responsibilities. Again, the capability of employees to perform the new roles and responsibilities would have to be
assessed.

Reward and compensation function

Reward and compensation practices are the processes and actions taken by HR managers to identify, evaluate and
deliver the net monetary payments to their employees (Rana & Malik, 2017). Appropriate compensation practices
are important because most employees consider rewards as having direct bearing on their status in the organisation
and the society in which the organisation operates (Ahmad & Shahzad, 2011; Sardar et al., 2011). Employees believe
that their basic pay reflects how much they fare in the organisation (Bohlander et al., 2001). The design of employee
compensation is a delicate and more controversial area in human resource management. Whereas a high level of pay
or benefit relative to that paid by competitors can ensure that a company attracts and retains high-quality employees,
they are also likely to feel unsatisfied with their pay if what they are receiving does not reflect the time, energy, and
effort they contribute to the organisation. This is the overarching reason why pay level decisions are very crucial.
Generally, one of three pay policy options may be chosen: lead, lag or match policies. Firms with a lead policy pay
higher wages than the average paid in the labour market. Employers who choose a lag policy pay lower than the
average wage, while employers with a match policy tend to “match” the market rate. The decision to adopt any one
of these strategies must depend on the ability of the firm to pay, the availability of supply of the type of labour at
hand in the labour market, and the mission of the organisation.

Health and safety function

Health and safety practices are the procedures and policies taken by HR managers to maintain a safe and healthy
workplace for the protection of organisational properties and the welfare of employees at work (Misnan &
Mohammed, 2007). A major challenge facing most industries today has been the prevalence of accidents resulting
in injuries, diseases and loss of property and lives (Misnan & Mohammed, 2007). According to the ILO report (2011),
160 million workers suffer from occupational diseases; more than 270 million suffer from occupational injuries; and
about 2 million workers die prematurely every year from occupational illnesses (Ahmad et al., 2016; Amponsah-
Tawiah et al., 2016). Traditionally, workplace accidents were attributed to the engineering aspect of safety.
Consequently, increased efforts on engineering safety were the hallmark of the day (Thai & Grewal, 2007;
Vredenburgh, 2002).

However, in contemporary business, while accidents in industries, such as the mining, manufacturing,
construction and lumber, may be due to engineering malfunctioning, the majority of accidents that occur on site may
be blamed on the behavioural and social perspective of the organisation (Stemn et al, 2019; Thai & Grewal, 2007).
This implies that health and safety issues would have to be tackled from employee behaviours as well. In this regard,
the concept of a safety culture becomes crucial. The U.S. Nuclear Regulatory Commission (2011) defines safety
culture as an organisation’s collective commitment, by leaders and individuals, to emphasise safety as an overriding
priority to competing goals and other considerations to ensure protection of people and the environment (Thai &
Grewal, 2007). Thus, the attempt by management to improve the health and safety of their employees may be
achieved by focusing on two aspects of the organisation—the engineering aspect and the behavioural or cognitive
aspect.

Organisational politics

Gull et al. (2012) defined organisational politics as activities that permit people in an organisation to achieve goals
without going through the appropriate channels. Vigoda-Gadot (2007) also defined organisational politics as
behaviour that aims at safeguarding the interest of certain individuals at the expense of others. Organisational politics
is also defined by Vredenburgh and Shea-VanFossen (2010) as a system that is exploited by politically skilled
individuals to hasten their self-interest at the cost of another. While there are several other definitions, the
fundamental tenet of organisational politics is the placement of an individual interest ahead of the interest of others,
including, sometimes, the organisation itself (Aidoo et al., 2018). Again, these definitions imply that organisational
politics could be detrimental to everyone except the perpetrators, thereby supporting the traditional view that
organisational politics is generally characterised by destructive opportunism and dysfunctional game playing (Drory,
1993; Ferris & Kacmar, 1992). This is often described as the dark side of organisational politics which has adverse
implications for several employee outcomes, such as commitment (Donald, Bertha & Lucia, 2016), stress (Danish,
Humayon, Aslam, Usman & Tariq, 2014), job satisfaction (Vigoda-Gadot, 2007), work performance (Bodla &
Danish, 2009) and innovative work behaviour (Elkhalil, 2017). Consequently, the attempt to improve employee
innovations cannot be achieved unless it is weighed against the type of organisational politics at hand. Thus,
organisational politics represents a significant aspect of human resource management (Prerna, Nikhat & Srabasti,
2014).
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Organisational politics has taken various perspectives, largely from a behaviourist and cognitive points of view
(Ferris & Kacmar, 1992). Proponents of the behaviourist perspective believe that the propensity to engage in
organisational politics is a natural characteristic of human beings, and a consequent of human evolution
(Vredenburgh & Shea-VanFossen, 2010). To the behaviourists, organisational politics is best studied from the
standpoint of the nature of actual political behaviour, which often conflicts with official goals and policies (Aidoo et
al., 2018; Schneider, 2016). Actual political behaviour occurs when the employee has been involved in organisational
politics (Leslie & Gelfand, 2012). The cognitive theorists hold a different view about organisational politics.
According to them, organisational politics derives from the perceptions held by employees, the antecedents of such
perceptions, and their consequences (Aidoo et al., 2018). Thus, the cognitive theorists believe that organisational
politics is best examined by asking employees about their perceptions of politics in the work environment (Ferris &
Kacmar, 1992).

Personal locus of control

Rotter (1966) defined personal locus of control as the degree to which individuals perceive themselves to have
personal control over their environment. Aldag and Stearns (1987) also defined personal locus of control as the
degree to which individuals feel that the things which happen to them are the results of their own actions or others.
According to the them, people who feel that such things are within their own control are described as having an
internal locus of control, whereas those who see them as happening as a result of fate, circumstance or chance are
described as having external locus of control. Agarwal (2016) posited that internals are likely to believe that they can
do better if they put much effort, since they think the rewards and punishments they receive depend on how well they
perform and not how others behave towards them. As such, internals may be more highly motivated than externals
when they both face adverse organisational politics, and this can have effect on how well they would embrace
innovation from their superiors (Agarwal, 2016). Thus, the inclusion of personal locus of control stem from the view
that employees’ response to organisational politics would greatly depend on whether they have internal or external
locus of control (Agarwal, 2016).

Concept of innovative work behaviour

Farr and West (1990) defined innovative work behaviour as behaviour that aims at achieving the initiation and
intentional introduction of new and useful ideas, processes, products or procedures. Innovative work behaviour is
also defined by Janssen (2000) as the intentional creation, introduction and application of new ideas within a work
role, group or organization, in order to benefit role performance, the group or organization. Traditionally, innovative
work behaviour was used interchangeably with creativity (De Jong & Den Hartog, 2010). However, in contemporary
literature, the concept has been differentiated from creativity. This difference was highlighted by Xerri and Brunetto
(2013), who stated that whereas innovative work behaviour involves the generation and implementation of ideas,
creativity is limited to the generation of ideas only, and could be considered simply as a component of innovative
work behaviour. Janssen (2000) identified three stages of innovative work behaviour, including (1) idea generation,
(2) idea promotion and (3) idea realisations.

Idea generation involves understanding problems and identifying solutions that depart from the firms’
conventional routines. In the idea promotion stage, the employee or innovator tries to promote an idea and builds a
relationship with colleagues to support it. Finally, idea realisation is the ability to create a team in order to convert
the innovative idea into a working and concrete object (Janssen, 2000). These stages suggest that, in contemporary
business, innovative work behaviour perceived as a broad set of behaviours that are related to the generation of ideas,
creating support for them and helping their implementation. Idea generation, even in the midst of the requisite
support, cannot be innovative behaviour unless the idea is successfully implemented. In other words, individual
innovative behaviour is not only creative; it also includes adequate promotion and the implementation of creative
ideas. Creativity therefore is a necessary but not sufficient condition for innovation.

A review of the literature has shown that most studies focus on innovation at the organisational level where HR
practices or systems tend to affect innovative outcomes (Koednok & Sungsanit, 2018). However, there is the need
to also focus more on how innovation can be fostered at the individual level because individuals, logically, are the
holders and processors of ideas (Xerri & Brunetto, 2013). Furthermore, individual employees can initiate innovations,
because they are in frequent contact with processes and products and can detect potential improvements and
opportunities for new developments (Bos-Nehles, Renkema & Janssen, 2017).

Development of hypotheses
HR practice and innovative work behaviour

The relationship between HR practice and innovative work behaviour has received the attention of several scholars
(Bos-Nehles et al, 2019; Polat, 2018; Pukiené, 2016). Pukiené (2016) investigated the role of human resource
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management in leveraging the innovative work behaviour of employees in Pakistan and found that although
innovative work behaviour can be fostered by applying selective HR practices separately, it is fostered more when
managers adopt a combination of HR practices. Similarly, following a desktop review of literature on human resource
management and innovative work behaviour, Bos-Nehles et al. (2019) found that a combination of ability-enhancing
and opportunity-enhancing HR practices helps organisations to foster the innovative work behaviour of targeted
employees. The findings of other scholars (Polat, Bal, Paul & Jansen, 2017; Bos-Nehles & Veenedaal, 2019)
produced the same or similar results. On the basis of this review, it is hypothesised that:

H;: There is no significant positive relationship between HR practice and innovative work behaviour.

HR practice and organisational politics

Decades of research in the humanities have shown that organisational politics exerts some influence on HR practice
(Rehana et al., 2019). For instance, Drory and Vigoda-Gadot (2010) found that while organisational politics can
harm the HR function, HR managers can profit from organisational politics, if they balance the negative and
positive effects during selection, training, promotion and performance appraisal. In a similar study, Rehana et al.
(2019) investigated the impact of nepotism and favouritism on HR practice in the public-sector hospitals in Pakistan
and found that whereas nepotistic political practices affect HR practices negatively, favourable political practices
affect HR practices positively. Gakure et al. (2012), however, established a weak relationship between organisational
politics and management development. On this basis, it is hypothesised that:

H,: There is no significant positive relationship between HR practice and organisational politics.

Organisational politics and innovative work behaviour

It has been established that a conducive work environment encourages the innovative work behaviour of employees
(Amabile, 1988). It is also reported that a workplace that is full of adverse experiences of organisational politics, in
which case employees turn to focus on ways of coping and managing the strain associated with such politics, which
usually impedes the motivation to learn and acquire innovative skills and behaviours (Agarwal, 2016; Boswell,
Olson-Buchanan & LePine, 2004; Podsakoff, LePine & LePine, 2007). For instance, Elkhalil (2017) found that the
potentially destructive aspects of organisational politics have negative effect on employee innovative work behaviour
among employees in the US and Lebanon. Vigoda-Gadot and Vashdi (2012) have also indicated that a work
environment that is characterized by fairness, trust and openness usually enhances innovative work behaviours, but
because adverse organisational politics turn to impair these attributes, they equally can impede the innovative
behaviour of employees. Put differently, in the opinion of Vigoda-Gadot and Vashdi (2012), the acquisition of skills
and competencies that promote innovative abilities and behaviours can be hindered amid adverse organisational
politics. Based on these reviews, it is hypothesised that:

Hs: There is no significant positive relationship between organisational politics and innovative work behaviour.

The mediation of organisational politics on the relationship between HR practice and innovative work behaviour
Previous studies (Agarwal, 2016; Bos-Nehles et al., 2019; Fedor et al., 2008) suggest that organisational politics is
not experienced universally by employees as a negative or threatening aspect of the workplace. Whereas the same
set of employees may face the same organisational politics, the effect of those politics on the individuals may differ
according to whether they have external or internal locus of control (Bos-Nehles et al., 2019). As noted by Agarwal
(2016, p. 420), the ambiguity inherent in political environments leaves the situation open to interpretation by
individual employees. Individuals with internal locus of control turn to interpret their work environments positively
even in the midst of adverse politics, and are adept at evaluating and responding to adverse political work
environments in almost the same way as if those political adversities do not exist (Erez & Judge, 2001). These group
of employees view political adversities as controllable, and they would continue to exhibit individual job attitudes
and innovative work behaviours (Rotter, 1966). Alternatively, employees with external locus of control find it very
stressful in coping with political adversities and innovative work behaviours (Agarwal, 2016; Ng & Sorensen, 2008).
Thus, it is hypothesised that:

Hy: Organisational politics does not mediate the relationship between HR practice and innovative work behaviour.

The moderation of personal locus of control on the relationship between organisational politics and innovative work
behaviour

Locus of control is an important variable for the explanation of organisational politics (Spector, 1982). In a study
that examined the relationship between locus of control and various organisational variables, Spector (1982) found
that political behaviour is a function of an employee’s locus of control. Agarwal (2016) also found that because
organisational politics is a social influence in which human behaviour is paramount; one cannot study organisational
politics without linking it to an employee’s locus of control. According to Agarwal (2016), depending on their
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personality profiles, employees do not universally respond to organisational politics. On this basis, the following
hypothesis is formulated:

Hs: Personal locus of control does not moderate the relationship between organisational politics and innovative
work behaviour.

Methodology

Two corresponding methodologies, the quantitative methodology and qualitative methodology, have often been used
in social science research. Quantitative research techniques gather numerical data and use statistical analysis to draw
meaningful conclusions (Punch, 2005). According to Leedy and Ormrod (2010), researchers who use the quantitative
research methodologies usually develop a theory by inductive reasoning, engage in a theory-building process, and
try to support the theory by drawing and testing the conclusions that follow logically from the theory. Contrarily, the
qualitative methodology essentially builds on interpretivism, gathering information through the use of variables
measured on nominal or ordinal scale (qualitative measurement scales), and analysing data by establishing the
variation in the situation, phenomenon or problem being studied without quantifying it (Kumar, 2014). The
qualitative research allows the researcher to explore phenomenon by deeply relying on an interactive investigation.
There is also a mixed methodology, which combines both quantitative and qualitative methodologies in a single
study. It emerged from the need to conduct a research, especially in studies of human behaviour, that would provide
a more complete picture of a particular phenomenon than either approach could do alone.

As the main goal of this research was to test the relationship between human resource management, organisational
politics and innovative work behaviour, the authors adopted a purely quantitative approach for data collection.
According to Babbie (2007), quantitative research is most appropriate when the emphasis is on measuring variables
and testing hypotheses that are linked to general causal explanations.

Research design

Creswell and Clarke (2007) have identified the three primary research designs which have typically characterised
social science research: exploratory, descriptive and explanatory designs. In the exploratory design, the main
emphasis is on gaining ideas and insights into social reality. The exploratory design allows a researcher to identify
key issues and variables in a real-world situation. The descriptive design seeks to provide accurate description of
observations about a particular phenomenon, thereby helping researchers to provide similarities, comparisons and
contrast between phenomena (Babbie, 2007). The explanatory design focuses on “why questions” in an attempt to
understand the relationships that exist between variables (Babbie, 2007; Creswell & Clarke, 2007). Considering the
objectives and hypotheses in this study, the researchers chose the explanatory research design. This type of design
provides a functional explanation of casual relationships, such as phenomenon Y (e.g., income level) is affected by
phenomenon X (e.g., gender). It is, therefore, fit for this study.

Target population and sampling procedures

The target population for this study comprised all senior staff of the University of Cape Coast. As at the time of data
collection, there were one thousand five hundred and eighteen (1,518) senior staff, 931 males (61.33%) and 587
females (28.81%) (Directorate of Human Resource, UCC, 2017). The G*Power 3.1 software (Faul, Erdfelder &
Buchner, 2009) was used to calculate the sample size for the study. Determining the sample size for a linear multiple
regression: fixed model (R? deviation from zero and a number of predictors equals to 3), 119 senior staff of the
University of Cape Coast were required based on a medium effect size of 0.25 with an alpha of 0.05 and a power of
0.95 (Faul, Erdfelder & Buchner, 2009; Faul, Erdfelder & Lang, 2007). The G*Power is an excellent freeware
program that allows high-precision power and sample size analyses. It computes power values for given sample sizes,
effect sizes, and alpha levels for both post hoc and priori power analyses.

Data collection and analysis

The survey questionnaire was used to collect data for this study. The survey method was adopted because it is most
appropriate for explanatory research (Yin, 2014). The anonymous nature of questionnaires allows respondents to
express their inner beliefs, attitudes and perceptions freely (Cozby, 2001; Leedy & Ormrod, 2010). Again, the method
is best suited for studies that have individuals, groups and organisations as unit of analysis (Yin, 2003). Thus,
considering the research approach and design of this study, the survey method was the most appropriate for achieving
the study objectives. One hundred and nineteen (119) survey questionnaires were self-administered to a randomly
selected senior staff of the University of Cape Coast between October 2020 and November 2020. Given the effort of
the researchers and co-operation from the respondents, all the questionnaires were validly filled out and retrieved.
The available data were analysed, using the structural equation modelling, which allows for simultaneous estimation
of co-variation between all variables in a model (Haenlein & Kaplan, 2004). The technique was chosen because it
combines several traditional multivariate procedures and complex path models with latent variables. Again, using
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the structural equation modelling, the researcher can specify various models, such as the regression model, the
confirmatory factor model, the complex path models, discriminant analysis and canonical correlation (Kim, 2016;
Haenlein & Kaplan, 2004).

Measurement of constructs

Four main constructs were measured in this study. They include HR practice, perceptions of organisational politics,
personal locus of control and innovative work behaviour. For HR practice, the scales used by Demo et al. (2012)
were adapted. Organisational politics were measured, using the 6-item-scale of Kacmar and Carlson (1997). Previous
studies by Karadal and Arasli (2009) have demonstrated that the scales have satisfactory psychometric properties.
Personal locus of control was measured by using the 23-item scale of Engelbrecht (2012). Innovative work behaviour
was measured, using the 4-item scale of Radaelli et al. (2014). All the items were scored on a Five-Point Likert Scale
with anchors 1 = Least Agreement, and 5 = highest Agreement.

Results of the Study

Measurement model assessment

The study assessed item loadings, construct reliability and validity, average variance extracted and discriminant
validity in order to determine the appropriateness of the measurement model for the structural model to ensue.
According to Henseler et al. (2015), the assessment of the aforementioned is to provide clear meaning of the structural
model results.

Item Loading

The item loadings assessed the quality of the indicators, measuring each construct within the context of the study. In
its determination, the indicator loadings of each construct were examined. Based on the rule of thumb, items with
loadings > 0.70 or between 0.4 and 0.7 indicated a quality measure of their respective constructs (Henseler et al.,
2015). In this regard, only items that met the set criteria were retained in the model, as depicted in Table 1.

Table 1: Outer loadings

OUTER LOADINGS HRMP IWB LOC or
hrmppp 0.734

hrmpr 0.889

hrmpre 0.810

hrmptd 0.708

iwbl 0.752

iwb2 0.830

iwb3 0.690

iwb4 0.534

locl 0.798

locll 0.747

locl2 0.814

loc2 0.841

loc3 0.811

loc4 0.728

loc6 0.726

loc7 0.738

loc8 0.782

loc9 0.781

popl 0.763
pop2 0.809

Construct reliability

The indicator reliability of the model was measured, using Cronbach’s alpha and Joreskog’s rho-A (@) scores.
According to Hair et al. (2019), the scores of the two measures should be > 0.70 in order to ensure satisfactory and
acceptable results. As shown in Table 2, the requirements of the two measures have been met for all constructs except
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organisational politics which had a score less than 0.7. The Composite Reliability (CR) values were also presented
in Table 2. The CR values show that all indicators when put together had a score of 0.6 to 0.7 (Hair et al., 2019).
Thus, the constructs were sufficiently measured by their indicators when put together. Also presented in Table 2 are
the results of the Average Variance Extracted (AVE). The AVE values show that the measurement model is best for
the structural analysis to ensue, as all the latent variables were not less than 0.5 (Hair et al., 2019).

Table 2: Construct Reliability

Constructs Cronbach’s rho_A Composite Average Variance
Alpha Reliability Extracted (AVE)

HRMP

IWB 0.667 0.701 0.799 0.504

LOC 0.928 0.943 0.938 0.605

OoP 0.383 0.385 0.764 0.618

Discriminant validity

Discriminant validity indicates how the constructs are distinct from each other. According to Sarstedt et al. (2014),
discriminant validity is appropriate for a measurement model when the Heterotrait-Monotrait (HTMT) ratio of the
model is < 0.85. The results of HTMT, as depicted in Table 3, show that the constructs are distinct from each other.

Table 3: Discriminant Validity (Heterotrait-Monotrait Ratio)

HRMP Original Sample (O) Sample Mean (M) 5.0% 95.0%
LOC -> IWB 0.261 0.288 0.203 0.383
OP > [WB 0.673 0.716 0.498 0.936
OP > LOC 0.154 0.219 0.122 0.358

Assessment of the structural model

The significance level of path coefficients (B) was examined, using t-statistics and P-values obtained through 5000
bootstraps, as recommended by Hair et al. (2019). The results are shown in Table 4. The results revealed that HR
practices had a positive and significant relationship with both innovative work behaviour (B:0.544; P-value:0.005)
and organisational politics (B:0.380; P-value:0.027). However, the relationship between HR practices and innovative
work behaviour ($:0.544; P-value:0.005) is greater compared with the relationship between HR practice and
organisational politics ($:0.380; P-value:0.027). Furthermore, significant positive relationship was established
between organisational politics and innovative work behaviour (B:0.144; P-value:0.024). Conversely, the
relationships between locus of control and innovative work behaviour (B: -0.044; P-value:0.362) and organisational
politics and locus of control (B: -0.068; P-value:0.389) were negative and non-significant.

Table 4: Structural model assessment

Paths (Beta) T Statistics P Values F?
HRMP ->IWB 0.544 2.834 0.005 0.384
HRMP -> OP 0.380 2213 0.027 0.169
LOC ->1WB -0.044 0.913 0.362 0.003
OP > IWB 0.144 2.260 0.024 0.029
OP > LOC -0.068 0.861 0.389 0.005
R Q2
Innovative Work Behaviour 0.392 0.187
Organisational Politics 0.144 0.083
Locus of Control 0.005 0.002

The results in Table 4 further indicated that HR practice contributes 39.2% of the changes in the innovative work
behaviour. With this result, it can be concluded that 60.8% of the variations in the innovative work behaviour is
accounted by extraneous variables. Also, 14.4% of the changes in organisational politics is accounted by HR
practices. Similarly, 0.5% of the variations in the locus of control is explained by organisational politics. In the view
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of Hair et al. (2019), the effect size (2) and predictive relevance (Q?) values of each exogenous variable of 0.35, 0.15
and 0.02 indicate large, medium and small, respectively. In line with this criterion, HR practice was established to
have large and medium effect sizes on innovative work behaviour and organisational politics, respectively. However,
the remaining nexuses of the study (Table 4) only established small effect sizes. This indicates that HR practice is a
major determinant of changes in innovative work behaviour. In addition, the predictive relevance values shown in
Table 4 reiterates the position that HR practice best explains the variations in innovative work behaviour. The results
are also shown in Figure 1.

-0.068
op LoC
0.380 0.144 -0.044
[+] [+]
0.544 | 0392
HRMP W

Figure 1: The structural equation model for the study

Discussion of Results

Previous studies have shown that HR practice has significant positive influence on employees’ innovative work
behaviour (Bos-Nehles et al., 2019; Foss & Laursen, 2012; Koednok & Sungsanit, 2018; Polat, 2018). While research
seems to abound in this area of study, there are only few studies (Foss and Laursen, 2012; Riaz & Hussain, 2018)
that attempted to investigate the effect of contextual factors on the relationship between HR practice and employees’
innovative work behaviour. Thus, questions remain as to which contextual factors more importantly affect the
relationship between HR practice and employees’ innovative work behaviour. This paper examines the effect of
organisational politics on the relationship between HR practice and employees’ innovative work behaviour. A further
look at the mediation of personal locus of control on the relationship between organisational politics and employees’
innovative work behaviour was considered. The discussion of results is based on five headings, reflecting the five
hypotheses in the study.

HR practice and Innovative work behaviour

The results in Table 4 and Figure 1 show that HR practice has a significant positive influence on employees’
innovative work behaviour (3:0.544; P-value:0.005). The positive coefficient (3:0.544) implies that as HR practices
improve, the innovative work behaviour of employees also improves in the same direction. Five HR practices were
important in this study—recruitment and selection practices, employee attraction and retention practices, training
and development practices, performance appraisal practices, rewards and compensation practices, as well as health
and safety practices. By extension, the results in Table 4 show that a positive change in these practices would lead
to a positive change in employees’ innovative work behaviour. As the p-value (0.005) is less than 0.05, the
relationship between HR practice and employees’ innovative work behaviour is declared significant, meaning
that the hypothesis, “There is no significant positive relationship between HR practice and innovative work
behaviour,” is rejected in this study.

The preceding results are in line with previous studies (Koednok & Sungsanit, 2018; Polat, 2018; Pukiené, 2016),
which reported that innovative work behaviour of employees can be fostered both by adopting selective HR practices
and/or combining such practices. The results also support the findings of Bos-Nehles et al. (2019) and Bos-Nehles
and Veenedaal (2017) that employees’ innovative work behaviour is largely dependent on a combination of ability-
enhancing HR practice (the use of recruitment and selection, training and development practices to increase the
competencies of employees to achieve organisational goals), motivation-enhancing HR practice (the use of
contingent rewards such as performance-based-pay, piece rate systems, profit sharing systems and performance
management practices to increase the employees’ motivation to perform) and opportunity-enhancing HR practices
(practices that delegate decision making authority and responsibility from top level hierarchy to lower level hierarchy
through information sharing). These results also imply that, in order to improve the innovative work behaviours of
employees through HR practice, the HR manager has the responsibility of ensuring that the HR function comprises
ability-enhancing, motivation-enhancing and opportunity-enhancing components.
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HR practice and organizational politics

The study further examined the relationship between HR practice and organizational politics. As in Table 4 and
Figure 1, the results show that there is a statistically significant positive relationship between HR practice and
perceptions of organisational politics (B:0.380; P-value:0.027; R%:0.144). The positive coefficient (8:0.380) implies
that as management engages in effective HR practices; there would be improvement in the positive aspect of workplace
politics. Again, as the p-value (0.027) is less than 0.05, the relationship between HR practice and organisational
politics is declared significant, meaning that the null hypothesis, “There is no significant positive relationship
between HR practice and organisational politics, ” is rejected. By implication, the results indicate that managers who
intend to improve the skills, Knowledge and abilities of their employees through HR practices, such as recruitment
and selection, employee attraction and retention, training and development, performance appraisal, compensation
and health and safety practices, must ensure that the existing organisational politics can support those interventions,
otherwise the employees may acquire all the skills and knowledge, but fail to apply them, because they think the
existing organisational politics does not favour them. These results are consistent with earlier studies (e.g., Drory &
Vigoda-Gadot, 2010; Rehana et al., 2019), that perceptions of organisational politics have both positive and negative
influence on HR practices, depending on how HR managers handle the situation. Thus, whereas organisational
politics can harm the HR function, HR managers can profit from it, if they strategically manage the negative and
positive effects of organizational politics during employee recruitment, selection, training, promotion and
performance appraisal. The results, however, are not consistent with the findings of Gakure et al. (2012), who found
a very weak relationship between HR practice and organisational politics.

Organisational politics and innovative work behaviour

This study further examined the relationship between organisational politics and employees' innovative work
behaviour. The results in Table 4 (B:0.144; P-value:0.024) show that organisational politics has a statistically
significant positive influence on employees’ innovative work behaviour (see Figure 1 and Table 4). The positive
coefficient (B:0.144) implies that as the existing organisational politics favours the employees, they would not have to
worry about negative political setbacks, which, in turn, would eliminate any adverse effect of organisational politics
on their innovative work behaviour. As the p-value (0.024) is less than 0.05, the relationship between
organisational politics and employees’ innovative work behaviour is declared significant, meaning that the null
hypothesis, “There is no significant positive relationship between organizational politics and innovative work
behaviour,” is rejected. These results imply that organisations that are able to adopt appropriate work politics can
ensure improvements in the innovative work behaviour of their employees. As a result, HR managers must ensure
that their HR practices work towards curtailing any adverse political behaviour or the subjective perception of the
dark side of work politics among members in the organisation. These results corroborate the findings of previous
studies (Agarwal, 2016; Boswell, Olson-Buchanan & LePine, 2004; Baxter, 2004; Clarke & Higg, 2019; Elkhalil,
2017; Podsakoff, LePine & LePine, 2007), that negative organisational politics can curtail employee innovativeness
as it can impede the motivation to learn new skills and ideas. Thus, in practice, any attempt to improve the
innovativeness of employees must be checked against the prevailing workplace politics.

HR practice, organisational politics and innovative work behaviour

The main focus of this study was to assess the effect of organisational politics as a contextual factor in the relationship
between HR practice and innovative work behaviour. As a result, the authors examined the mediation of
organisational politics on the relationship between HR practice and innovative work behaviour. It was found that the
links between HR practice and organisational politics (B: 0.380; P-value: 0.027), on one hand, and organisational
politics and innovative work behaviour (B: 0.144; P-value: 0.024), on the other hand, were statistically significant
and positive (see Figure 1 and Table 4). The positive coefficients (:0.380) and(p3:0.144) imply that organisational
politics has significant influence on the link between HR practice and innovative work behaviour of employees.
Again, as each of the p-values (P-value: 0.027) and (P-value: 0.024) is less than 0.05, the relationship among HR
practice, organisational politics and innovative work behaviour is declared significant, meaning that the null
hypothesis, “Organizational politics mediates the relationship between HR practice and innovative work
behaviour,” is rejected. In other words, organisational politics has a significant positive influence on the relationship
between HR practice and employees’ innovative work behaviour. These results are in line with previous studies
(Bos-Nehles et al., 2019; Erez & Judge, 2001), that in the midst of adverse organisational politics, employees who
have external locus of control are demotivated from learning and demonstrating innovative skills and behaviours.
Alternatively, those with internal locus of control do not exhibit similar behaviours (Agarwal, 2016; Ng & Sorensen,
2008).
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Organisational politics, personal locus of control and innovative work behaviour

The study also sought to examine whether personal locus of control moderates the relationship between
organisational politics and innovative work behaviour. Unexpectedly, it was found that the links between
organisational politics and personal locus of control (B: -0.068; P-value: 0.389), on one hand, and personal locus of
control and innovative work behaviour (B: -0.044; P-value: 0.362), on the other hand, were statistically non-
significant and negative (see Figure 1 and Table 4). In other words, personal locus of control does not moderate
relationship between organisational politics and employees’ innovative work behaviours. As a result, the null
hypothesis that “Personal locus of control does not moderate the relationship between organisational politics and
innovative work behaviour” is supported. There is, therefore, a contradiction between the results of this study and
previous studies (Agarwal, 2016; Spector, 1982), that political behaviour is a function of an employee’s locus of
control. In other words, internals and externals universally respond to organisational politics in the same way and in
the same direction. Perhaps, this may be due to cultural variations between the western and developing countries.
The instruments might have contained some cultural elements, which could not have been interpreted the same way
in different cultures. The contradiction between the results of this study and previous studies may also be attributed
to the fact that most of the respondents had external locus of control, which this study could not assess before their
selection into the sample.

Conclusion

This study was conducted to investigate the effect of organisational politics on the relationship between HR practice
and innovative work behaviour of employees. Organisational politics is an inevitable element in both public and
private sector organisations. It is an inherent part of people and organisational management, and, therefore, cannot
be left out in any study about employee behaviour at the workplace. The extant literature and findings of this study
support the fact that organisational politics mediates the link between HR practice and innovative work behaviour.
The results of this study also support previous studies, that organisational politics has a strong effect on employees’
innovative work behaviours. These revelations confirm the idea that management cannot improve the innovative
work behaviour of employees, unless they diligently assess the effect of organisational politics on their HR practices,
and the effects of any adversities of workplace politics on employee innovativeness. In this way, this study has
answered the question of whether there are contextual factors, mitigating the positive effect of HR practice on the
innovative work behaviour of employees, as consistently found in previous studies. These results have important
managerial implications. Management of higher educational institutions, including universities and colleges, must
lay more emphasis on the link among HR practice, organisational politics and innovative work behaviour. The ability
of management to use effective HR practices for leveraging the innovative work behaviours of their employees may
be impeded unless the appropriate work politics is in place.

On whether personal locus of control has significant effect on the link between organisational politics and
employees’ innovative work behaviour, the results of this study were in contrast with previous findings. Unlike
previous studies, the study found that personal locus of control is equally experienced by both externals and internals
and, therefore, has no effect on the link between organisational politics and employees’ innovative work behaviour.
Thus, future research may assess the state of respondents’ locus of control, then compare the behavioural effect of
each of the two groups (internals and externals) on the link between organisational politics and employees’ innovative
work behaviour. Future studies may also examine the effect of personal locus of control on the relationship between
organisational politics and the innovative work behaviour of employees in other sectors of the economy, since this
study was conducted among staff of higher educational institutions.
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