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ABSTRACT

The education system is one of the key organizations that significantly
influences society. Ensuring satisfaction and vitality among its employees is
therefore of great importance. Accordingly, the present study aimed to
develop a structural model of toxic leadership and organizational pessimism
in relation to organizational vitality among administrative staff of the
education departments in East Azerbaijan Province, with organizational
hypocrisy serving as the mediating variable. The research employed a
correlational design and structural equation modeling. A total of 370
administrative employees were selected through proportional stratified
random sampling. Data were collected using four standardized questionnaires
measuring toxic leadership, organizational vitality, organizational pessimism,
and organizational hypocrisy. Content validity was confirmed through expert
review, and reliability coefficients calculated using Cronbach’s alpha were
0.83, 0.87, 0.84, and 0.89 for the respective questionnaires. Data analysis was
conducted using confirmatory factor analysis, structural equation modeling,
and path analysis. The findings revealed a negative and significant
relationship between toxic leadership, organizational pessimism, and
organizational hypocrisy with organizational vitality. Overall, the results
suggest that, in addition to personality, individual, and psychological factors,
various organizational and managerial factors also contribute to reduced levels
of employee vitality and well-being. Preventing the emergence of such
detrimental factors within organizations is therefore essential.
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Extended Abstract

Introduction

Among the organizations that play a pivotal and influential role in
society at large is the education system. The existence of satisfaction
and vitality among the employees of the Ministry of Education is of
paramount importance. Happiness and cheerfulness are among the most
critical components affecting the course of human life, serving as a
foundation for activity, creativity, initiative, invention, and a healthy
existence. In the organizational context, happiness is a valuable tool for
improving employee personality and job performance, as happy
individuals tend to be more successful in the workplace. Contemporary
healthy organizations are those that pay as much attention to the mental
and physical health of their employees as they do to work and
productivity. The strategic need for long-term success necessitates the
creation of a happy organization, which in turn requires satisfied and
vibrant human resources. However, global and national reports in
recent years indicate a decline in organizational cheerfulness within
Iranian organizations. This study, therefore, aims to identify factors that
reduce organizational vitality and to create a structural model linking
toxic leadership and organizational pessimism to organizational
vitality, with organizational hypocrisy acting as a mediating variable.

Research Questions

This research was guided by the following primary question: What is
the structural relationship between toxic leadership and organizational
pessimism with the organizational vitality of the administrative staff of
the Ministry of Education in East Azerbaijan province, considering the
mediating role of organizational hypocrisy? Subsidiary questions
pertained to the direct relationships between these variables and the
predictive power of the independent variables on the mediator and the
dependent variable.

Literature Review

Organizational vitality is the art and skill of adapting to unfavorable
conditions and problems while simultaneously creating positive and
vibrant experiences in the workplace. It is a state achieved when an
individual utilizes their abilities and talents to achieve work goals. Key
antecedents include organizational rationality, justice, leadership style,
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and trust, while its consequences encompass reduced job burnout, lower
turnover intention, and increased productivity (Kjerulf, 2007; Soudagar
& Nastizaei, 2020).

In contrast, toxic leadership represents the dark side of leadership,
characterized by systematic and repetitive behaviors by a leader that
undermine the organization's legitimate interests by obstructing goals,
tasks, resources, effectiveness, and the motivation, well-being, or job
satisfaction of subordinates (Schmidt, 2008; Fahie, 2019). Its outcomes
include reduced job satisfaction, organizational commitment, and
increased psychological stress and deviant behaviors.

Organizational hypocrisy involves deceptive and duplicitous
behavior where an individual expresses attitudes contrary to their true
beliefs to gain favor or influence others (Hadovinejad et al., 2010). It
acts as a defensive mechanism, hiding feelings, thoughts, and behaviors
that conflict with human ideals, and is often stimulated by perceived
injustice and toxic leadership.

Organizational pessimism is a negative attitude towards the
organization, comprising cognitive, affective, and behavioral
components. It is a learned response stemming from workplace
experiences, leading to increased emotional exhaustion, reduced
organizational commitment, and counterproductive workplace
behaviors (Callaghan, 2009).

The theoretical framework posits that toxic leadership fosters an
environment of fear and threat, encouraging hypocritical behaviors
among employees to avoid negative consequences. This hypocrisy,
alongside a direct influence, contributes to a pessimistic outlook on the
organization. Both toxic leadership and the resulting organizational
pessimism and hypocrisy are hypothesized to directly and indirectly
diminish organizational vitality.

Methodology

The present study is applied in purpose and descriptive-correlational in
nature, utilizing structural equation modeling (SEM). The statistical
population consisted of all 2,500 administrative staff across 5 districts
and 35 regions of the Ministry of Education in East Azerbaijan
Province. Using a stratified random sampling method proportional to
the population size, a sample of 370 individuals was selected based on
the Morgan table.

Data were collected using four standard questionnaires:
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1. Schmidt's (2008) Toxic Leadership Questionnaire (28 items, 5
dimensions).

2. Kroloff's (2007) Organizational Vitality Questionnaire (23 items,
6 dimensions).

3. Callaghan's (2009) Organizational Pessimism Questionnaire (13
items, 3 dimensions).

4. Hadovinejad et al's (2010) Organizational Hypocrisy
Questionnaire (14 items, 3 dimensions).

Content validity was confirmed by experts, and reliability was
assessed using Cronbach's alpha, which yielded coefficients of 0.83,
0.87, 0.84, and 0.89 for the toxic leadership, organizational vitality,
organizational pessimism, and organizational hypocrisy questionnaires,
respectively. Data analysis was performed using both descriptive
(mean, standard deviation) and inferential statistics (Pearson
correlation, confirmatory factor analysis, path analysis, and structural
equation modeling) with SPSS, AMOS, and LISREL software.

Results
The results of the path analysis and structural equation modeling
confirmed the proposed research model. The findings indicated:

« There is a significant negative relationship between toxic
leadership and organizational vitality (r = -0.424, p < 0.01).

* There is a significant negative relationship between organizational
pessimism and organizational vitality (r = -0.398, p < 0.01).

« There is a significant positive relationship between toxic leadership
and organizational hypocrisy (r = 0.607, p < 0.01).

* There is a significant positive relationship between organizational
pessimism and organizational hypocrisy (r = 0.592, p < 0.01).

* There is a significant negative relationship between organizational
hypocrisy and organizational vitality (r = -0.469, p < 0.01).

* The structural model demonstrated that organizational hypocrisy
plays a significant mediating role in the relationship between toxic
leadership and organizational pessimism with organizational vitality.
Both direct and indirect effects were statistically significant.

* Regression analysis showed that toxic leadership, organizational
pessimism, and organizational vitality are significant predictors of
organizational hypocrisy (R? = 0.511, p < 0.01).

All fit indices for the structural model were at an acceptable level,
indicating a good fit between the proposed model and the observed data.
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Conclusion

The study concludes that, in addition to individual and psychological
factors, various organizational and managerial factors significantly
impact the level of employee vitality. The findings robustly
demonstrate that toxic leadership and organizational pessimism are
critical detrimental factors to organizational vitality, both directly and
through their role in fostering organizational hypocrisy. The presence
of toxic leaders who exhibit abusive, authoritarian, and narcissistic
behaviors creates a climate of fear and distrust. This environment
encourages hypocritical behaviors among employees and fosters a
pervasive sense of pessimism regarding the organization's intentions
and integrity. Consequently, this toxic cycle severely undermines the
cheerfulness, motivation, and overall vitality of the workforce.

To cultivate a vibrant and productive organizational environment, it
is imperative to prevent the emergence of these factors. Practical
recommendations include:

» Implementing careful selection and training processes for
managers to prevent individuals with toxic leadership tendencies from
assuming leadership positions.

« Establishing independent oversight units to monitor managerial
behavior and provide feedback mechanisms for employees.

* Proactively developing and implementing organizational happiness
programs and fostering a culture of trust, participation, and justice.

» Training employees on how to constructively confront negative and
abusive managerial behaviors.

For the Ministry of Education, as a fundamental societal institution,
addressing these issues is not merely beneficial but essential for
creating a healthy and effective educational administration that can
positively influence the broader community. Future research is
recommended to replicate this study in other organizational contexts
and to explore additional factors that influence organizational vitality.
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