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Background and purpose: Perceived organizational cruelty represents a significant challenge in
the dynamics between individuals and organizations, as employees may perceive the
organization's actions as detrimental to their well-being. This study aims to develop a structural-
interpretive model to identify the key factors contributing to perceived organizational cruelty
among employees within Social Security Organization hospitals.

Research method: The current study employed a mixed exploratory approach, utilizing content
analysis and structural-interpretive modeling to develop the model. The qualitative segment
involved a statistical population of 12 experts, while the quantitative segment included 10
seasoned managers and professors. Data collection methods encompassed field methods, semi-
structured interviews, and researcher-developed questionnaires. A three-stage coding process was
implemented for data analysis in the qualitative section, and structural-interpretive modeling was
applied in the quantitative section.

Findings: The research findings revealed six key themes: ideological justification, high-pressure
working conditions, incompetent management, concentration of power, insufficient oversight by
legal authorities, and collective rent. Among these, ideological justification and high-pressure
working conditions were found to have the least influence, whereas insufficient oversight by legal
authorities and collective rent demonstrated the most significant impact.

Conclusion: To control the adverse effects of perceived organizational cruelty, it is essential to
focus on the factors that can enhance the relationship between individuals and organization.
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Introduction

The dynamics of interpersonal interactions between employees and organizations have been
explored in various contexts (Quill-Shapiro & Shore, 2007). The employee-organizational
relationship encompasses several key components, including the employment relationship (Tsoi
et al., 1997), social and economic exchanges (Shore, Tetrick, Lynch & Barksdale, 2006),
perceived organizational support (Eisenberger, Huntington, Hutchison, & Sowa, 1986), and the
psychological contract (Rousseau, 1995). Additionally, concepts that enhance our understanding
of the relations between employees and their supervisors—such as leader-member exchange
(Gren & Scandora, 1987; Leiden, Sparrow & Wein, 1997), perceived supervisor support (Kottke
& Sharafinsky, 1988; Eisenberger, 2002), and maladaptive supervision (Hornstein, 1996; Tepper,
2000)—are also relevant to the individual-organization literature, as they can significantly
influence the employee-organization dynamics.

Perceived organizational cruelty addresses a critical gap in research regarding employee-
organization relationships, representing the most detrimental form of interaction where
employees perceive harm inflicted by the organization and its representatives. This concept can
be viewed as the converse of perceived organizational support, highlighting the employee's belief
that the organization intentionally and systematically humiliates and disrespects them, treating
them in an inhumane manner. In this context, the organization is perceived as malevolent,
contrasting with the benevolent perceptions associated with supportive organizational practices.
Factors contributing to perceived organizational support, such as fair treatment, supervisor
support, and organizational investment (Rhodes & Eisenberger, 2002), can inadvertently enhance
feelings of perceived organizational cruelty.

Research on negative organizational behaviors has been conducted within various theoretical
frameworks, including themes of justice and discrimination, maladministration, aggression,
violence, victimization, organizational pessimism, and bullying or organizational injustice.
However, there is a notable lack of theoretical and empirical focus on negative relationships
characterized by employees' perceptions that the organization's harmful behaviors are intentional
and planned. This perception defines the concept of perceived organizational cruelty
emphasizing the detrimental impact such relationships can have on employees.

Research Method

This study focuses on the scientific application of knowledge within the spatial research domain,
categorizing it as applied research. It employs a mixed-methods approach. The study's population
and statistical sample comprise experts, specifically experienced university administrators and
professors. Data collection was conducted through a field method, utilizing a semi-structured
interview tool for the qualitative segment. A total of 12 experts were interviewed, and this
process continued until data saturation was achieved. In the quantitative segment, the
perspectives of 10 experienced managers were gathered via a questionnaire to assess the
relationships between the components and their levels. The qualitative data was analyzed using
thematic analysis, which involved the extraction and comprehensive organization of key themes,
while the structural-interpretive modeling technique was employed for the quantitative data
analysis.



Finding

This study classifies the factors influencing the perception of organizational cruelty within Social
Security Organization hospitals by employing the interpretive structural method (ISM) and
establishes the relationships between these factors. The research identified six primary drivers of
perceived organizational cruelty in Iranian Social Security Organization hospitals, namely: high-
pressure working conditions, ideological justification, incompetent management, concentration
of power, lack of oversight by legal authorities, and the phenomenon of group rent.

The findings contribute valuable insights into the concept of perceived organizational cruelty.
Utilizing a systems analysis approach, this study highlights the factors that significantly impact
individuals' negative perceptions of their organizations, designated as primary drivers according
to the research experts.

The analysis includes an influence-dependence diagram that categorizes each component based
on its influence and degree of dependence, facilitating a deeper understanding of each factor's
scope. In the autonomous area, components demonstrate low dependence and guidance
capability. In the dependent area, components reveal strong dependence but limited guidance
capability. The fundamental (key) area encompasses components characterized by low
dependence yet high guidance potential. Lastly, the connective area contains components that
exhibit both high dependence and guidance capacity. As a result, a three-level structural-
interpretive model was developed, structured as follows:

* Level one (dependent): high-stress working conditions and ideological justification
* Level two (linked): incompetent management and concentration of power

* Level three (fundamental): lack of oversight by legal authorities and the phenomenon of group
rent.

Conclusion

The findings from the studies indicate that high-stress working conditions and ideological
justification are classified within the dependent area, while concentration of power and
ineffective management are identified in the linked area. Furthermore, the lack of oversight by
legal authorities and the presence of group rent are categorized in the fundamental area.
Specifically, high-stress conditions and ideological justification exhibit low influence yet high
dependence, whereas ineffective management and concentration of power demonstrate both high
dependence and high influence.

The lack of oversight by legal authorities and group rent, on the other hand, exhibit high
influence but low dependence. It is evident that actions affecting these components will lead to
changes in the other components. Higher-level factors tend to exert less direct influence and are
more susceptible to the influence of other factors. As high-stress working conditions and
ideological justification are positioned at the first level of the structural-interpretive model, they
are subsequently influenced by other components of the model.

The dual factors of ineffective management and concentration of power are recognized as linking
factors, as they exert both significant impact and extensive influence among various elements.
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These factors are critical in driving the perception of organizational cruelty. Conversely, the lack
of oversight by legal authorities and group rent are considered fundamental factors, residing at
the lowest level (level three) concerning direct impact, inter-component relationships, and
hierarchical structure, thus holding the most direct influence on other driving factors. These
fundamental factors are characterized by the highest impact and the least dependence relative to
other factors.

Consequently, it is recommended that the management of Social Security Organization hospitals
closely monitor these six factors in a coordinated manner to mitigate the perception of
organizational cruelty among their employees. Additionally, based on the research findings, it is
advised that senior hospital managers ensure comprehensive and continuous oversight by legal
authorities. Moreover, the issue of group rent should be vigilantly monitored to prevent unjust
benefits to specific individuals.
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