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The objective of this study is to provide a criterion for businesses
in making the right decisions about a conventionally negative
emotion such as workplace envy. This study contributes to the
literature by exploring the positive side of envy and by
comparing it with the traditional antecedent of individual and
organizational performance like psychological capital (PsyCap).
Such comparison can help organizations to decide if they should
continue their current efforts to build PsyCap or shift their focus
towards regulating envy. Data were collected in two waves from
branch managers and operations managers of 360 bank branches
across Punjab province in Pakistan. Combined positive effects of
envy and PsyCap are observed on individual and organizational
outcomes, using Structural Equation Modeling (SEM) approach.
It is found that envy work as a stronger motivational force
towards favorable outcomes. Hence, it is recommended that
organizations should steer their efforts and resources towards
regulating envy.

Introduction

Modern organizations are the epicenter of complex emotions and
relationships (Chernyak-Hai & Rabenu, 2018). One prominent example of such
complex emotions is workplace envy (Erdil & Muceldili, 2014). There are two types
of envy; malicious (negative) and benign (positive) (Lange & Crusius, 2015; van de
Ven et al., 2016). There exists a rich literature on the dark side of envy (Kim &Glomb,
2014;Eissa&Wyland, 2016). Nevertheless, there is a limited inquiry on the positive
dimension of envy (Lee & Duffy, 2019; Lange and Crusius, 2015; Dineen et al., 2017).
While malicious envy is a cause of non-display of voluntary work behaviour such as
Organizational Citizenship Behavior (Shu & Lazatkhan, 2017; Karatepeet al., 2015),
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positive envy work as a positive motivational force for an individual to fight back
and close the gap caused by upward comparison (Lee & Duffy, 2019). As traditional
positive antecedents like psychological capital (PsyCap) are generally regarded as
reason for positive individual and organizational outcomes, the purpose of this
study is to investigate if positive envy works as a stronger motivational force
towards favorable outcomes than PsyCap.

The importance of this study can be understood from the fact that envy is an
inescapable emotion which is present at all levels in almost all the organizations
(Menon and Thompson, 2010). Hence, if such a widely prevailing emotion goes
unattended, it can impact the organizations in all the negative ways. There is a very
little difference between positive (benign) and negative (malicious) side of envy. On
the one hand, benign envy is triggered if an employee perceives the advantage of the
envied on merit and perceives the situation as under control(van de Ven et al., 2012).
On the other hand, malicious envy is elicited if the envious thinks otherwise (van de
Ven et al., 2012). Hence it is the job of the organizations to make the employee
perceives that envy is in his favor in order to trigger positive dimension of envy.

It is pertinent to note that organizations spend lot of resources including,
money, time, and energy to control the job stressors. Workplace envy is the most
serious job stressor because it is hidden as people obscure envy due to its social
undesirable nature (Vince, 2001). This can be understood from the fact that between
the year 2015 and 2016, whopping 70.65 billion dollars were spent on employee
training by fortune 500 companies (Statista, 2017). That is the exhaustion of economic
resources alone. From the perspective of social exchange theory, resources help
individuals in recognition of their social context (Fischer &Kleef, 2010). These
resources consist of hope, optimism, self-efficacy and resilience and are termed as
Psychological Capital (PsyCap) (Luthans, Avolio et al., 2007). Individuals use these
personal resources to view the situation as a positive stimulus which is responsible
for positive behavioural outcomes such as Organizational Citizenship Behavior
(OCB) and Organizational Performance (OP).

Impacts of envy on individual and organizational outcomes are present in the
literature (Ghadi, 2018; Thompson et al., 2015) on both negative (Kim and Glomb,
2014, Eissa&Wyland, 2016) and positive dimensions (Lee & Duffy, 2019; Dineen et
al., 2017). There lies research gap in the literature if organization should motivate
envy or curb it. This study contributes to the literature by providing a comparative
justification for the managers and consultants to make critical decision that where
they should deploy their limited resources i.e., envy or PsyCap.

Literature Review
A Social Exchange Model of Envy at Work

Social Exchage Theory (SET) holds the position of gold standard in social
sciences for understanding workplace behavior (Cropanzano& Mitchel, 2005).
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Rooted back to 1920s (Malinowski, 1922), this theory has implications across various
field of social sciences like social psychology (Gouldner, 1960), sociology (Blau, 1964)
and anthropology (Sahlins, 1972). SET is defined as an initiating action by one party,
attitudinal response from another party (reciprocity) and resulting relationship
(Cropanzanoet al., 2015). SET shadows many areas such as commitment (Bishop et
al., 2000), organizational citizenship behavior (Organ, 1990), organizational justice
(Tepper & Taylor, 2003) and organizational support (Ladd & Henry, 2000).

Survival of individuals become obsolete in the absence of social relationships
and emotions (Fischer &Kleef, 2010). Not only this, maintaining relationship became
increasingly challenging (Keltner & Haidt, 1999; Fischer &Kleef, 2010). One example
of such emotions is WPE. People hide envy due to its socially undesirable nature
(Vince, 2001). Eventually, envy is responsible for complex organizational
relationships (Menon & Thompson, 2010). Envy, by definition, is a pain caused by
upward social comparison Tai et al. (2012). In the social exchange process,
individuals feel the need to plug the gap of upward social comparison. Moreover,
there are two ways through which this gap can be plugged. One is by social
undermining in which the ability of the target to maintain a social relationship is
impaired (Duffy, Gansteret al., 2002). Second is through the personal drive of self-
improvement in the envious (Lee & Dulffy, 2019).

Such charged envy helps an individual towards positive outcomes such as
OCB and OP. While Organizational Performance (OP) is termed as the difference
between planned and actual outcomes (Tomal and Jones, 2015), it also involves the
capacity of a business to apply strategies and achieve organizational goals (Cho &
Dansereau, 2010).Organizational citizenship behavior is a non-voluntary behaviour
that exceeds formal organizational duties (Zeinabadi and Salehi, 2011).We have
taken OCB as an outcome to check the positive impact of Workplace Envy (WPE)
and PsyCap because OCB trespasses the formal duties of an employee in an
organization (Zeinabadi & Salehi, 2011). Hence, if an employee is committed
towards informal duties, it will represent genuine pledge and satisfaction of that
employee towards job and organization (Organ, 1988). Similarly, such behaviours
are also responsible for affirmative organizational performance. OCB is comprised of
five dimensions such as conscientiousness, altruism, courtesy, sportsmanship and
civic virtue. As already mentioned about the clubbed OCB classifications such as
OCBI and OCBO (Lee & Allen, 2002, Williams & Anderson, 1991), OCB is reported
as an outcome of envy in the literature (Shu & Lazatkhan, 2017; Thompson et al.,
2015). Taken together, it is theorized that workplace envy (WPE) can positively
impact on individual and organizational outcomes.

Hi: There is a direct positive association between workplace envy and OCBI.
Hoz: There is a direct positive association between workplace envy and OCBO.

Hs: There is a direct positive association between workplace envy and OP.

98



Pakistan Social Sciences Review (PSSR) December, 2020 Volume 4, Issue IV

PsyCap with Positive Work Outcomes

Psychological capital is defined as the positive psychological state of an
individual which helps him in the development and has four dimensions such as
hope, optimism, self-efficacy and

Ample literature is available related to PsyCap and positive individual
outcomes (OCBI) as well as organizational outcomes such as OCBO and
OP(Luthans, Norman et al., 2008; Luthans, Avolio et al., 2007).Concerning the first
hypothesis of the study H1, to bridge the gap related to the object of possession,
envious may use personal resources. Such personal resources work as a
complementary force to enhance individual and organizational outcomes. More
specifically, OCB and PsyCap are closely related, and OCB is confirmatory to
organizational effectiveness (Kasa & Hassan, 2015; Kang et al., 2019). Work of Blau
(1964) provided solid grounds for Social Exchange Theory (SET) to understand OCB.
Referring to SET, reciprocity in the exchange process also enables the exchange of
emotions (Gouldner, 1960). Classification of OCB is common in the literature as
OCBI and OCBO (Williams & Anderson, 1991; Lee & Allen, 2002). On the one hand,
OCBI deals with behaviours of an employee towards other organizational members
and while on the other hand, OCBO refers to exchanges between organizations and
its employees. Both types of OCB share a common ground of being helping
behaviours steered at organizations and its members. Consistency in such voluntary
behaviours is also responsible for organizational effectiveness (Katariaet al., 2012;
Bogler & Somech, 2005; DiPaola & Hoy, 2005).

Ha: There is a direct positive association between PsyCap and OCBI.
Hs: There is a direct positive association between PsyCap and OCBO.
He: There is a direct positive association between PsyCap and OP.

The literature on the positive spectrums of envy (Lee & Duffy, 2019; Lange
and Crusius, 2015; Dineen et al., 2017) and PsyCap (Copper-Thomas &Morrison,
2019; Hodges, 2010; Hobfoll, 1989, 2002)is available. However, which of the two
generate better work and organizational outcomes remains an unexplored area. We
hypothesize that the positive impact of envy on non-voluntary behaviours and
organizational performance (OP) is stronger than the impact of personal resources
such as Psychological Capital (PsyCap) on Organizational citizenship behaviour
(OCB) and organizational performance (OP). OCB is clubbed in literature as OCB-
Individual and OCB-organizational (Lee & Allen, 2002; Williams & Anderson, 1991).
OCBO is organizational outcome while OCBI is an individual outcome.
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Hence, we theorize that the impact of envy is more substantial on positive
work outcomes than the impact of PsyCap on similar outcomes. Specific hypotheses
are stated below.

H7: The impact of envy is more substantial on OCBI than the impact of PsyCap on
OCBI such that envy generated more OCBI than PsyCap.

Hs: The impact of envy is more substantial on OCBO than the impact of PsyCap on
OCBO such that envy generated more OCBO than PsyCap.

Ho: The impact of envy is more substantial on OP than the impact of PsyCap on OP
such that envy generated better OP than PsyCap.

Conceptual Model of the Study
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Material and Methods

Following the research onion approach proposed by Saunders et al. (2016),
this study said to fall in the positivism approach due to its causal nature. We tested
our hypothesized model in the banking sector in Pakistan through a two-wave
study. The banking sector was selected due to its highest GDP contribution of 10.8%
(Pakistan & Gulf Economist, 2017). Out of financial (55) and non-financial (42)
banking companies, we have selected financial banking companies as they perform
overlapping operations of non-financial banking companies as well. Division of
financial banking companies is given in Table-1.

Table-1: Categorization of Financial Banking Companies

General Banks 35

Islamic
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05

Conventional
30

Microfinance 10
Banks

Development 10
Finance Institutions

Source: State Bank of Pakistan 2018

Conventional banks are further divided as hybrid (operating Islamic and
conventional banking operations simultaneously=23) and rest are conventional
banks (07). There is a total of 15,464 branches of financial banking companies in
Pakistan with 2,741 branches falling in Islamic category and 12,723 branches falling
in conventional banking category (State Bank of Pakistan, 2018). Among a total of
five provinces in the country, 37.2% of branches are located in Punjab province
alone. Hence, the province of Punjab is selected for data collection in this study.
Clusters of conventional and Islamic banks were drawn using cluster sampling
based on their proportions, i.e., 5:1(298 conventional branches and 62 Islamic
branches).

Data using the questionnaires via mail was collected from the operations
managers in the first wave. After four weeks, in the second wave, data was collected
from the branch managers. Contact details of all branches were obtained from their
websites. Then a request email, containing the information of the study was sent to
all the branches. A consent form was included in the email. After receiving the
consent, sealed questionnaires including cover letters and return envelopes were
sent to the branches by Pakistan postal service. Soft follow up calls were made on the
branch numbers to guide the respondents in case of any queries.

Measuring Instruments
Workplace Envy

The scale developed by Vecchio (2005) was used to measure envy. Responses
were recorded on a seven-point scale. Good reliability of this scale was recorded (a =
0.70). Many researchers recognized the psychometric properties of this scale
(Thompson et al., 2015).

Psychological Capital

A short form of PCQ questionnaire developed by Luthans, Youssef et al.
(2007) was adopted to measure PsyCap. This questionnaire is highly acknowledged
with recognized dimensions of PsyCap such as hope (Snyder et al., 1996), self-
efficacy (Parker, 1998), resilience (Wagnild, 2009) and optimism (Scheier& Carver,
1985). This scale also showed good psychometric properties.
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Organizational Citizenship Behaviour

OCBI is estimated using seven items, and OCBO is measured through six
items scale developed by Williams and Anderson (1991). This was measured using a
seven-point Likert scale. Five dimensions developed by Organ (1988) which include
civic virtue, conscientiousness, sportsmanship and altruism were used in the above
scales.

Organizational Performance

A subjective measure of organizational performance developed by Peng et al.
(2007) is used to measure organizational performance. A ten-item, seven-point Likert
scale is used where 1 represented far below the competitors and 7 represented far
above the competitors.

Results and Discussion

Missing values and outliers are treated using Crooks D and Mahalanobis test.
Skewness and kurtosis and n-probability block were used to test data normality.
Confirmatory factor analysis (CFA) and path analysis was carried out using
Structural Equation Modelling (SEM). Correlation and regression tests were carried
out in AMOS 18.

Descriptive

Descriptive are provided in the table-2 about gender, marital status, age,
qualification, experience and bank type. Mean, standard deviation and correlations
are given in the table-3, presenting values not exceeding 0.5. Other than OCBO, all
other variables found to be correlated between the acceptable range of 0.01 and 0.05
level.

Table 2: Demographic Profile of the Respondents

Variable Branch Manager Operations
Manager

Gender N Percent (%) N  Percent (%)
Male 272 921 254 87.2
Female 23 7.9 41 12.8

Age
Less than 25 years 1 0.4 3 0.9
26 - 35 years 120 40.8 190 64.5
36 - 45 years 148 50.0 100 33.7
More than 45 years 26 8.8 2 0.8
Marital Status

Married 276 93.4 249 84.5
Single 19 6.6 46 15.5
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Qualification
Graduate 52 17.5 43 14.5
Masters 218 74.1 204 69.2
M.Phil/ MS 25 8.4 48 16.3
Bank Type
Islamic 53 17.8 53 17.8
Conventional 242 82.2 242 82.2
Total Experience
Less than 5 years 12 4.2 18 6.2
6 - 10 years 119 40.2 170 57.7
11 - 15 years 111 37.7 86 29.3
More than 16 years 53 17.9 21 6.8

Table-3: Mean, Standard Deviation and Correlation Analysis

Mean S.D. WPE PSYCAP OCBI OCBO oP

WPE 5.78 962 1
PSYCAP 525 948 131" 1

OCBI 4.98 1.086 388" 271 1

OCBO 3.98 1.410 027 .048 168 1

oP 5.22 .935 363" 172 482 178 1
** Correlation is significant at the 0.01 level (2-tailed). * Correlation is significant at
the 0.05 level (2-tailed).

WPE=Workplace Envy; PSYCAP=Psychological Capital; OCBI=Organizational
Citizenship Behavior-Individual; OCBO= Organizational Citizenship Behavior-
Organization; OP=Organizational Performance

Measurement Model

Confirmatory factor analysis (CFA) is used to predict the measurement model and
psychometric properties of variables. Results of GOF came out impressive as
CMIN/DF is reported at 4.339 (excellent), RMR at .049 (excellent), values of GFI,
AGFI, NFI AND CFI are .990, 928, 956 and .965 and the value of RMSEA is
acceptable at .062. Concerning scale level CFA, scales showed good validity and
reliability results. Variance extracted at 0.62, well above the criteria of 0.50
(Anderson &Gerbing, 1988), reassuring the discriminant validity of the constructs
(Table-4).

Table-4: Scale Level Reliability Analysis

Scales N Cronbach CR AVE
Alpha a
Workplace Envy 5 .887 887  .614
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Psychological Capital 12 .869 860 507
Organizational  Citizenship  Behavior- 7 .865 837 510
Individual

Organizational  Citizenship  Behavior- 6 901 914 682
Organization

Organizational Performance 10 930 930 573

Moreover, good factor loadings (above 0.5) are reported on a five-factor
model on the criteria of a cut-off value of 0.32 (Velicer & Fava, 1998; Tabachnick&
Fidell, 2001). Similarly, the reliability of the constructs is assured through the values
of Cronbach’s alpha which stood well above the criteria of 0.70 for all the constructs
(Hair et al., 2006, 2010). Same is the case with CR values (Murphy & Balzer, 1989) as
shown in the table-4.

Hypothesis Testing

The direct positive association between WPE and OCBI is reported (f=.385,
p<0.01), which supported the hypothesis Hi(Table-5). However, hypothesis H2 is not
supported as no association is reported between WPE and OCBO (=.034, NS). The
third hypothesis, i.e.,, H3, is supported as a positive direct association is reported
between WPE and OP ((8=.358, p<0.01). Moving to the next hypothesis, a direct
positive association is reported between PsyCap and OCBI, approving the
hypothesis H4 (=.120, p<0.05). Similarly, hypotheses H5 and H6 are also supported
as direct positive associations are reported between PsyCap & OCBO (f=.052,
p<0.01) and PsyCap & OP (f=.125, p<0.05). Path diagram is also given in the figure-2
below.

Table-5: Standardized Regression Weights for Structural Model (Hypothesized)

Hypothesis Estimates P-value
Hy Workplace Envy — -------- >  OCB-Individual 0.385 x
H> Workplace Envy = -------- > OCB-Organization 0.034 0.055
Hs Workplace Envy = -------- > Organization 0.358 x

Performance
H, Psychological - >  OCBndividual 0120 i
Capital
Hs Psychol.oglcal -------- > OCB-Organization 0.052 bl
Capital
H Psychol.oglcal ________ S Organization 0125 .
Capital Performance
*** P <0.01
** P<0.05
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Figure 1: Path Diagram with Regression Weights
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Referring to the table-6 below, it is evident that the impact of WPE is more
substantial on the outcomes in comparison with PsyCap for two out of three
outcomes such as OCBI (Af=.238) and OP (Ap=.233). Hence hypothesis H7 and H9
are supported. However, in the case of hypothesis H8, i.e., OCBO, PsyCap generated
more positive impact than WPE with a minor difference (Ap=-.018) which
represented no support of this hypothesis.

Table 6: Comparative Presentation of Regression Weights (Hypothesized)

Hypothesis Outcomes WPE PsyCap  Change Result
H7 OCB-Individual ~ .385™ 1207 238 Supported
OCB-
Hs Organization .034 .052 -.018 Not Supported
Ho Organizational = sg0.. 155 233 Supported
Performance
*** P <0.01
** P <0.05
Discussion

While envy is an inevitable emotion, an effort is made to understand the
implication of positive side of envy that if organizations should promote or curb it. It
is discovered that while envy is a complex emotion, organizations should make an
effort to instill and elicit the positive side of envy as it works as a stronger
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motivational force for employees and ultimately contribute in better individual as
well as organizational outcomes. In order to test this model, we have taken positive
outcomes such as OCBI, OCBO and OP. These outcomes were taken for two notable
reasons. First, OCB constitutes voluntary work behaviours, and if an employee is
committed towards voluntary work behaviours, his commitment towards formal
work behaviours will become less questionable. Second, individual performance is
useless if not translated in broader organizational performance; hence we have taken
organizational performance as an outcome as well in this study. We tested these
outcomes against two antecedents, such as WPE and PsyCap, simultaneously. After
observing the positive relation between WPE and outcomes, we tested if it works as
a stronger force in igniting the positive outcomes in comparison with PsyCap. We
came up with rather impressive results, while WPE worked as a stronger
motivational force to promote OCBI and OP, it showed no significant association
with OCBO. We observed that as envy is related to the individual emotional level
and OCBO is related to the broader organizational level, hence association is not
found. Moreover, similar findings are reported through correlation analysis
provided in the table-4 above, where no correlation is reported between WPE and
OCBO (r=.027, NS).

Concerning the Social Exchange Theory (SET), this study contributes to the
literature on the activity dimension, which was introduced by Cropanzano et al.
(2017). Activity dimension consists of active as well as inactive exchanges. For
instance, praise from the supervisor shall be reciprocated as more loyalty from the
subordinate. Literature is of the view that positive initiating action would garner
positive responses, and negative responses would be reciprocated as a result of
adverse initiating action (Cropanzanoet al., 2017). This is where this study proposes
an alternative explanation that positive initiating action can generate adverse
outcomes as well (feeling bad on the promotion of best friend). Hence its less
important to control the initiating action than to manage the resulting emotion.
Hence, suffice to say is that as envy is inevitable, if goes unmanaged can harm the
organization. Furthermore, if we can manage this envy, favourable outcomes, as a
result, are far more impactful than steering efforts for positive antecedents such as
developing PsyCap.

Conclusions

This study provides a critical decision criterion for the managers and
organizations whether they should focus on developing PsyCap in their employees
or they should embark upon more unusual way i.e.enticing envy in employees to
achieve favorable outcomes. It is reported that envy works as a stronger
motivational force for organizations towards favorable outcomesthan traditional
PsyCap itself.

Recommendations

As envy is such a strong emotion that it has its roots at almost all levels in all
the organizations (Menon & Thompson, 2010), hence it has similar organizational
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wide implications. Hence the implication of this study ranges from employees (for
better understanding and implications of envy and hence better self-control),
managers (better management with emotional intelligence of subordinates) to
organizations (training programs to promote benign envy for better outcomes).
Hence organizations should direct more resources in regulating envy than curbing it.
This way, additional resources which are exhausted in the development and
promotion of PsyCap can be saved.
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