What Lies Beyond Scarcity? Linking Perception of Politics, Workplace Incivility and
Conflict to Knowledge Hiding in the IT Industry

Introduction

In the last two decades, the incidences and frequency of various kinds of crises have
increased significantly (Malik & Sanders, 2021). In addition to various global crises such as
2008 Global Financial Crises or the COVID 19 Global Health Pandemic, organization level
crises because of layoff, merger, restructuring etc have become a routine phenomenon. Layoffs
have become one of the common ways organizations respond to economic fluctuations and
changes in the market (Lam et al., 2023). Organizations often view layoff as a strategy to
survive during organizational crises (Tu et al., 2021). Increased adoption of technological
advancements, including automation and artificial intelligence, frequently makes specific roles
redundant, further contributing to layoffs. In the recent past, the IT industry in India, once a
beacon of growth, has witnessed mass layoffs citing over-expansion during the pandemic
(Deka, 2025). Soon after the pandemic, 2022 experienced the beginning of mass layoffs in
India, which continued in 2023 and 2024. 2025 also began with major companies such as Meta,
Microsoft, Amazon, Salesforce, and Google announcing further downsizing citing
restructuring efforts as the reason while continuing to expand roles in artificial intelligence
(Bhati, 2025).

Human capital is one of the critical factors which gets impacted during crises such as
layoff (Malik et al., 2019). Research suggests that layoffs could have several negative impacts
for employees (Tu et al., 2021). Occurrence of involuntary layoffs pose a significant threat to
the job security of workers across various career stages and sectors. Past research suggests that
layoffs are associated with reduced work resources creating a sense of threat for employees
(Harney et al., 2018). During organizational crises such as layoffs, on one hand employee
experiences reduced resources and on the other hand there is an increased work requirement
where employees are expected to carry out more tasks with lesser resources (Dlouhy & Casper,
2021). In such an environment of crises with high job insecurity and reduced work resources,
one of the ways employees protect themselves and maintain their competitive advantage in the
system is through knowledge hiding (Aarabi et al., 2013; K onig et al., 2020).

Knowledge hiding is defined as “an intentional attempt by an individual to withhold or
conceal knowledge that has been requested by another person” (Connelly et al., 2012, p. 65).
Past studies suggest there are significant detrimental consequences of knowledge hiding (Huo
et al., 2016; Jiang et al., 2019; Ellmer & Reichel, 2021). Panopto (2018) reported that in 2018
because of knowledge hiding American organizations lost up to US$ 47 million in productivity
and American employees wasted close to 5.3 hours every week. Such loss in work hours
severely impacts organizational creativity leading to compromised work norms and
collaboration amongst employees (Kwahk & Park, 2016; Hickland et al., 2020). Considering
such severe negative consequences of knowledge hiding, past researchers have called scholars
and practitioners to investigate the factors that contribute to knowledge hiding (Connelly et al.,
2012, 2019; Serenko & Bontis, 2016; Peng, 2013).

The objective of this study was to study the impact of perception of politics on
knowledge hiding and also to examine the mediation of conflict and workplace incivility on
the relationship between POP and knowledge hiding. This study contributes to the existing
literature on knowledge-hiding in multiple ways. First, current research on knowledge hiding
has primarily focused on antecedents such personality traits (Banagou et al.,2021; Pan et
al.,2018), territoriality (Singh, 2019) or insecurity (Arias-Perez & Velez-Jaramillo, 2022; Shoss
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et al., 2023), interpersonal aspects such as distrust (Xiong et al., 2021) and workplace gossip
and bullying (Yao et al., 2020), and organizational aspects such as leadership factors (Men et
al., 2020; Zhao et al., 2019), organizational communication patterns (Zhang & Ji, 2023) and
organizational climate (Jahanzeb et al., 2021; Kaur & Kang, 2023). There are limited studies
which investigate the impact of perception of organizational dynamics such as organizational
politics as a contributor to knowledge hiding (Malik et al., 2019). We contribute to the literature
by studying the impact of organizational politics on knowledge hiding in the context of
organizational crisis. Any crisis generates emotions of despair and helplessness leading to
experience of politics and conflicts within the organization. When employees are affected in
terms of the changes at work and employment because of organizational crises such as layoff,
it is critical to investigate how employee behavior undergoes a change during such situations.
Our study offers novel insights by integrating a contextual understanding of how during layoffs
the shortage of resources leads to perception of politics which leads to knowledge hiding
behaviours.

Second, the current study contributes to the knowledge hiding literature by integrating
the mediating variables to understand the underlying mechanism which underlines the
relationship between organizational politics and knowledge hiding. While there are few studies
examining the relationship between perception of politics and knowledge hiding (Malik et al.,
2019; Arain et al., 2022; De Clercq et al., 2022; Wang, 2022), to the best of our knowledge,
this is one of the first studies to investigate workplace conflict and incivility as mediating
mechanisms that transmit the effects of perception of politics onto knowledge hiding.

Third, the research on knowledge hiding in the past has based the theoretical foundation
on theories such as social exchange, social cognition, social capital, social learning,
conservation of resources, territoriality, and psychological ownership (He et al., 2021). He et
al. (2021) called for future research to integrate other theoretical perspectives into knowledge
hiding research. Our study contributed to the literature by offering an alternative theoretical
framework that integrates resource scarcity and the frustration-aggression hypothesis. The use
of a new framework is critical to understand knowledge hiding behavior in the context of
organizational crisis such as layoff. To the best of our knowledge, this is the first study to apply
the integration of resource scarcity and frustration-aggression hypothesis to explain the
relationships in our study.

Theoretical Background

In this study, we develop arguments based on the role of resources, specifically resource
scarcity and the frustration-aggression hypothesis. Scarcity in organizations is a common
phenomenon, and managing resource constraints often manifests in organizational downsizing
and restructuring (Ramdani et al., 2021). While many organizations experiencing resource
scarcity tend to foster innovation (Dolmans et al., 2014), such contextual cues also evoke
extreme psychological distress (Koivunen et al., 2024). The behavioral reaction to scarcity is
increased competition that is fundamentally linked to the repeated experiences of competing
for scarce resources throughout life (Griskevicius et al., 2012). We follow the theoretical
arguments of Kramer (1989) and Grossman and Mendoza (2003), who suggest that resource
scarcity promotes competition. Scarcity renders people with limited cognitive bandwidth
excessively focused on making ends meet, eventually leading to suboptimal decision-making
(Mullainathan & Shafir, 2013) and focusing on certain trade-offs against those needs (Shah et
al., 2015). This trade-off may induce competition over scarce resources, driving individuals to
prioritize their personal welfare at the expense of others selfishly (Roux et al., 2015).



Eventually, this may give rise to unhealthy rivalry. For instance, Yu and Greer (2023) showed
that resource scarcity prompted team members to engage into performance-detracting power
struggles over scarce resources. This may stem from the feeling that resources within an
organization are unequally distributed (Van Laer et al., 2021), resulting in aggression
(Kristofferson et al., 2016). The psychological reason for this aggression is frustration
(Kruglanski et al., 2023). Despite the efforts, the experience of being unable to live up to one’s
expectations can lead to mounting frustration (Kets De Vries & Balazs, 1997). Therefore, we
apply the frustration-aggression hypothesis in this context, which states that aggression arises
as a consequence of goal frustration (Dollard et al., 1939).

Drawing on our resource framework and frustration-aggression hypothesis, we argue
that resource scarcity will increase competition orientation. While competition over resources
may enhance survival, the unhealthy rivalry and selfish behavior it fosters may lead to
heightened frustration due to the perception that resources are not fairly distributed. Such a
work environment gives rise to perceptions of workplace politics. More adversely, it could
predispose employees to engage in counterproductive power struggles, increasing workplace
incivility and conflict. In a knowledge-intensive industry like I'T, where knowledge is a critical
asset, this may further encourage detrimental behaviors such as knowledge hiding, either as an
intentional act to harm co-workers or as a strategy to enhance one’s chances of survival in the
workplace.

Perception of Organizational Politics and Knowledge hiding

Organizational politics involves specific behaviors aimed at acquiring power and
building influence (Pfeffer, 1981). It is defined as “a non-sanctioned behavior, with an
underlying, but concealed self-serving intent”(Ferris et al., 2000, p. 90). It is, in itself, a neutral
construct (Gandz & Murray, 1980) but better understood through a macro perspective
(Kapoutsis et al., 2012) that is embedded into perceptions of reality rather than objective reality
(Lewin, 1936). Therefore, to understand the perception of organizational politics (POP), it is
important to consider an actor’s subjective interpretations or misinterpretations and their
intention to engage in self-serving behavior at the expense of others within the organization
(Ferris et al., 2017). Thus, POP in an organization may vary; some individuals may see it as
political, while others may not (Zibenberg & Pearlman-Avnion, 2020). Ferris et al. (2000) have
defined POP as “an individual’s subjective evaluation about the extent to which the work
environment is characterized by co-workers and supervisors who demonstrate self-serving
behavior” (p. 90). POP is related to the self-interested behavior of organizational members who
undermine fairness in the organization by politicking to advance their personal goals.
Additionally, in-group associations formed for power coalitions and political orientation may
maximize their benefits by engaging in politicking behavior, which can also be juxtaposed
within the context of POP (Poon, 2003).

Antecedents of POP could be understood from a multi-level perspective. Organizational
factors including hierarchy, centralization, formalization, span of control (Ferris & Kacmar,
1992), absence of rules and regulation (Jeong & Kim, 2022), delegation (Agarwal, 2016), job
autonomy (Vigoda-Gadot et al., 2003), play a significant role in shaping perceptions of
workplace politics. Furthermore, situational factors including scarcity of resources such as
limited opportunities for promotion or career advancement (Atinc et al., 2010), favoritism-
based decision-making (Daskin, 2013), leader-member exchange and co-worker cooperation
(Al Jisr et al., 2020), trust (Poon, 2003) among others, contribute to this perception. Lastly,
personal influences such as age and gender (Snipes et al., 2024), locus of control, and
machiavellianism (O’Connor & Morrison, 2001) also play a significant role.



All these above factors often cast organizational politics in a pejorative light,
portraying it as a self-serving, deceptive, and negative construct (Ferris & Treadway, 2012).
Politics and political behavior are often viewed as unfavorable that undermine overall
organizational effectiveness (Gandz & Murray, 1980). POP, thus, is often seen as a hindrance
that constrains individuals from achieving their personal and professional goals (Landells &
Albrecht, 2019). Thereby, POP reduces job satisfaction and increases turnover intentions (Al
Jisr et al., 2020). Political actions are competitive and can threaten the interests of others (Porter
et al., 1981). When individuals experience high levels of POP, they feel threatened, anxious,
uncertain, and confused about which behaviors will be rewarded (Bashir et al., 2024; Cho &
Yang, 2018; Harris et al., 2005). So, in order to maintain their self-interest, individuals may
tactically engage in deceptive or undesirable behaviors, such as backstabbing, sucking up to
others, and pursuing personal goals instead of those that benefit everyone (Hochwarter “et al.,
2020). Along with these behaviors, individuals may intentionally withhold information or hide
knowledge to rationalize their self-serving actions (Arain et al., 2022). POP, therefore, serves
as a serious impediment to knowledge-sharing (Evans & Ahmed Qureshi, 2013). Thus, it can
be associated with knowledge hiding, as employees are more prone to withhold knowledge
when they believe that self-serving organizational decision-making affects their work-related
outcomes.

Knowledge hiding is a covert form of counter-productive behavior (Connelly & Zweig,
2015), wherein individuals intentionally withhold or conceal knowledge when they are
requested for it (Connelly et al., 2012). The three dimensions of knowledge hiding are
rationalized hiding, evasive hiding, and playing dumb. In rationalized hiding, an individual
justifies why the knowledge asked for has not been shared. Evasive hiding is when someone
postpones, hesitates, or shares less information when asked for the knowledge. Lastly, playing
dumb means pretending not to have the knowledge requested for (Connelly et al., 2012).

Several researchers have found that POP increases the tendency to knowledge-hiding
(Arain et al., 2022; De Clercq, Sofyan, et al., 2022; Malik et al., 2019). In a highly political
organization, employees may hide knowledge for several reasons. First, employees may hide
knowledge to secure their self-interest in an interpersonally competitive work environment
(Wang, 2022). Second, employees may hide knowledge as a defensive behavior (Cui et al.,
2016). Lastly, employees may hide knowledge because knowledge helps to maintain social
status (Yang & Lee, 2021). Furthermore, the importance of knowledge as a competitive
advantage leads to increased knowledge hiding, especially during organizational crises
characterized by resource loss or scarcity (Nguyen et al., 2022). This suggests that employees
may assume knowledge can help them outsmart others within the organization, particularly
during downsizing, which may lead to deliberately undermining knowledge-sharing
collaborations (Schmitt et al., 2012). Loss or scarcity may predispose employees to experience
existential threats (Cho & Yang, 2018). In most knowledge-intensive industries, knowledge is
an asset and an inherent resource essential for creating value by generating new knowledge that
can be leveraged for organizational growth. Hence, individuals who create and acquire
knowledge through their efforts seek to control it by developing a sense of psychological
ownership, which makes them territorial over their knowledge (Peng, 2013). Knowledge gives
them power (Ulrike. et al., 2005), and they fear that sharing knowledge could come at the cost
of personal loss in a performance-oriented climate (Connelly & Zweig, 2015). Thus, limited or
scarce resources trigger political behavior (Etim et al., 2023). Poon (2003) highlighted that
“competition for scarce resources results in both real and perceived politicking” (p. 141). This,
in turn, may aggravate frustration, prompting individuals to engage in survival strategies such
as knowledge hiding. Without such strategic knowledge, individuals may become vulnerable
to significant losses, further heightening knowledge hiding as a means of self-protection and



survival. Job insecurity, particularly involuntary turnover, may predispose employees to engage
in knowledge-hiding behavior (Serenko & Bontis, 2016). In such a work environment,
individuals may hide knowledge to prioritize their personal goals, often ignoring broader
organizational goals (Bratianu et al., 2023). Thus, we argue that resource scarcity can intensify
political tactics and exacerbate feelings of frustration, leading to knowledge hiding to help
maneuver and maintain higher competitive worth. Therefore, we hypothesize that,

H1: Perception of politics positively affects knowledge hiding
Organizational conflict and Knowledge hiding

Organizations are social systems where employees with differing personalities, goals,
values, and interests interact (Kuriakose et al., 2019). Human interactions in such settings vary
significantly; positive interactions often lead to constructive outcomes, whereas negative
interactions give rise to conflict. Furthermore, Pondy (1992) asserts that organizations are
arenas for internalizing conflicts, with cooperation rarely occurring. This suggests that conflicts
are an inherent aspect of every organization and are experienced almost daily by individuals
and groups (Islam, 2022).

Conflict is viewed as a process in which individuals or groups perceive differences or
opposition between themselves and others regarding interests, beliefs, or values that matter to
them (De Dreu & Beersma, 2005). Deutsch (1969) stated that conflict results from three
interrelated processes: 1) competitive processes involved in an attempt to win the conflict, ii)
processes of misperception and biased perception, and iii) processes of commitment arising out
of pressures for cognitive and social consistency. Wang et al. (2019) outlined the process of
conflict as follows: the antecedent condition (e.g. policy differences or resource scarcity),
affective state (e.g. stress, tension and anxiety), cognitive state (i.e. individuals’ perceptions or
awareness of conflict situations), and conflict behavior (ranging from passive resistance to
overt aggression) (p. 1041). There are three types of conflict (relationship, task, and process).
Relationship conflicts denote differences and incompatibilities among group members
regarding personal issues that are not task-related. Task conflicts refer to disagreements about
how to accomplish a task, and process conflict refers to the incompatibility of views in which
the task has been executed (Jehn et al., 2008).

Conflicts can be both beneficial and detrimental, as they take different forms. Cognitive
conflict, which focuses on task orientation, enhances strategic decision-making, whereas
affective conflict, which centers on personal incompatibilities, tends to generate hostility and
distrust (Amason & Sapienza, 1997). A moderate level of conflict can have beneficial outcomes
depending on contextual factors (Jehn, 1995; Krueger et al., 2022). For instance, task conflict
enhanced team performance with low team expertise disparity (Lee et al., 2022). The strength
of group relationships and the nature of the conflict also play a significant role. For example,
Jehn & Shah (1993) found that while friend groups experienced more emotional conflict, they
significantly outperformed acquaintance groups. Similarly, group members with high group
value consensus, where norms favor open discussion, could enhance task conflict, reaping the
positive effects of such conflict (Jehn & Mannix, 2001). Additionally, task conflict positively
predicted group satisfaction when an agreeable task conflict management style was employed
(DeChurch & Marks, 2001).

However, as levels of conflict increase, performance tends to decline (Jehn & Mannix,
2001). Furthermore, conflicts can lead to several dysfunctional outcomes, including reduced
cohesion (Amason, 1996; Tekleab et al., 2009), lower team performance (De Dreu & Weingart,
2003), decreased member satisfaction (Lang et al., 2008); reduced innovation, (O’Neill et al.,
2013), and increased turnover intentions (Shaukat et al., 2017).



Along these lines, it is important to note that conflict can negatively influence
cooperation, which harms interdependent behaviors such as knowledge-sharing. For example,
Wang et al. (2019) found that relationship and task conflicts negatively impacted cooperative
behaviors like knowledge-sharing by affecting psychological empowerment and trust. Thus,
conflicts affect how people work and shape professional activities, increasing employees’
tendency to engage in knowledge-hiding behaviors. For instance, Qiao et al. (2023) found that
interpersonal conflict was positively related to two dimensions of knowledge hiding: playing
dumb and rationalized hiding, and task-related conflict was related to all three dimensions of
knowledge hiding. Losada-Otalora et al. (2021) found that interpersonal conflict strategically
motivated employees to use knowledge-hiding behaviors such as being evasive or playing
dumb to cope with the lack of well-being. Conflicts can also have spillover effects such that a
particular type of conflict can lead to another, affecting knowledge hiding. For example, task
conflict directly led to knowledge hiding through the mediating role of relationship conflict
(Kim & Hang 2024). Although earlier studies have established the link between conflict and
knowledge hiding, a few researchers in their study have outlined the mechanism. For instance,
Alam et al. (2021) found that conflict led to knowledge hiding through frustration. Again, De
Clercq, et al. (2022) found that interpersonal conflict prompted employees to conceal
knowledge to express their frustration about unmet needs. Furthermore, their perception of
counterparts as rivals increased the tendency of knowledge hiding. In the context of limited
resources, where frustration often arises due to unmet needs and increased competition, would
conflict lead to more knowledge hiding? In such situations, employees exhibited higher
individualistic values to preserve their self-interest, which predicted a higher need to hide
knowledge (Boz Semerci, 2019). Furthermore, do resource scarcity and individualistic values
prompt knowledge hiding through competition and envy? Peng et al. (2020) found that
relationship conflict produced more competition and led to envy, prompting knowledge hiding
to sabotage the counterpart. Therefore, we believe that resource scarcity leads to increased
competition, resulting in more conflicts driven by heightened frustration, which, in turn,
prompts individuals in knowledge-intensive industries to hide knowledge to gain an edge over
their competitors. Therefore, we hypothesized,

H2. Conflicts positively affects knowledge hiding
Organizational incivility and knowledge hiding

Workplace incivility is increasingly becoming a significant concern in organizations as
they grow more fast-paced, technologically complex, and culturally diverse (Porath, 2016).
Incivility is a social interactive event involving two or more parties, including instigators,
targets, and observers (Carter, 1998). Andersson and Pearson (1999) have defined workplace
incivility as “low-intensity deviant (rude, discourteous) behavior with ambiguous intent to
harm the target in violation of workplace norms for mutual respect” (p. 457). Despite its low
intensity (Hershcovis, 2011), repeated workplace incivility can emerge into high-intensity
serious aggression, such as workplace bullying (Holm et al., 2022; Torkelson et al., 2016).
There are three types of workplace incivility: experienced incivility, witnessed incivility, and
instigated incivility (Agarwal et al., 2023). Experienced incivility describes the direct target or
victim of the incivility. Witnessed incivility describes the people who witness incivility. Lastly,
instigated incivility describes the target or initiator of incivility (Greenslade, 2021). The sources
of uncivil behaviors include supervisors, co-workers, and customers, of which supervisor-
instigated incivility is the most harmful (Schilpzand et al., 2016; Vasconcelos, 2020).

Several organizational pressures that give rise to incivility include organizational
change, job insecurity during downsizing, low support from co-workers, high demand and
turnaround times, new communication technologies, information overload, poor leadership,



passive leadership, a lack of civility norms, and an incivility climate, all of which put people
at risk of experiencing uncivil behavior (Andersson & Pearson, 1999; Han et al., 2022; Pearson
et al., 2000; Raza et al., 2023; Taylor et al., 2022;Torkelson et al., 2016).

Specific behaviors associated with workplace incivility include dismissiveness,
aggression, condescension, exclusion, rudeness, blaming, accusing, sabotaging, unhelpfulness,
micromanagement, disregarding personal boundaries, withholding important information,
giving someone the silent treatment, overriding decisions without providing a reason, and
treating someone like a child (Appleby, 2010; Blau & Andersson, 2005; Collins & Rogers,
2017; Cortina et al., 2001; Pearson et al., 2000).

Cortina et al. (2022) explained that incivility increases physiological stress, triggering
biological responses that drive various behavioral reactions, including reciprocation, retreat,
relationship repair, or recruitment of support. Taken together, incivility leading to physiological
stress and subsequent behavioral responses can also affect those who witness workplace
incivility, resulting in several negative outcomes such as reduced performance, creativity, and
team spirit, as well as increased aggressive thoughts (Pearson & Porath, 2013; Porath & Erez,
2009). Furthermore, it lowers job satisfaction, affecting both psychological and physical health,
reduces work engagement, and increases turnover intentions (Lim & Cortina, 2005; Rehman
et al., 2024; Reio & Ghosh, 2009; Tricahyadinata et al., 2020). Apart from these detrimental
effects, workplace incivility impacts work-based relationships, leading to reluctance to engage
and experiencing more difficulty in accessing support (Jackson et al., 2024). Targets of
workplace incivility often engage in retaliatory behaviors by reducing their work effort, time,
and quality (Pearson & Porath, 2005). Building on this, workplace incivility can also be linked
to knowledge-hiding behaviors (Wu et al., 2022). But how does it lead to knowledge hiding?
Irum et al. (2020) asserted that incivility affects its targets, giving rise to negative emotions and
leading them to react to uncivil behavior in retaliation by engaging in knowledge hiding.
Employees may feel that a colleague has been unfair and disrespectful to them, prompting them
to react by hiding knowledge when asked by that colleague (Lanke, 2018). Furthermore, a
reciprocal loop of distrust is created, where employees who hide important work-related
information from their colleagues, in turn, receive selfish treatment, as their colleagues also
begin hiding knowledge (Cerne, 2014). Providing an alternative explanation, Agarwal et al.
(2024) showed that co-workers’ incivility intensified a negative attitude-withdrawal chain,
creating psychological separation and justifying knowledge-hiding intentions. Similarly,
Anand et al. (2022) found that workplace incivility increased knowledge hiding through the
mediating effects of cynicism. However, ethical leadership helped mitigate these effects.

Compared to a one-time event, employees who faced repeated experiences where their
assistance was turned down may exhibit higher knowledge hiding as a means of retaliation
(Anand et al., 2020). Using a diary study over a ten-workday period, Venz & Mohr (2023)
found that workplace incivility at the between-person level predicted all three types of
knowledge hiding, with individuals who had repeated experiences engaged more in knowledge
hiding.

Although the mechanism linking incivility and knowledge hiding is known, does
scarcity of resources and frustration play a role? Khan et al. (2021) asserted that resource
scarcity promotes a competitive orientation, which hinders positive behavior. The scarcity of
resources can compel employees to engage in inappropriate or discourteous behavior (Roux et
al., 2015), as scarcity also fosters aggression (Kassab et al., 2021). Therefore, when an
individual’s job is at stake, perceived frustration or aggression stemming from deprivation is
likely to increase the tendency to engage in uncivil behavior. This, in turn, may lead to
knowledge hiding. In knowledge-intensive industries, workplace incivility can trigger



knowledge hiding as a deliberate strategy to sabotage others. Individuals may attempt to
enhance their chances of professional survival by consciously avoiding or rejecting requests
for knowledge transfers. Based on these arguments, we hypothesized,

H3. Incivility positively affects knowledge hiding
Organizational conflict and organizational incivility as mediators

POP is an important contextual variable (Zahid et al., 2022). The relationship between
POP and work outcomes is ambiguous (Miller et al., 2008). Therefore, including important
mediating variables in an antecedent-outcome relationship is critical for theory-building (Baron
& Kenny, 1986). This study examines the under-researched mediating effects of workplace
incivility and conflict in the light of the relationship between POP and knowledge hiding.

Building on the theory of scarcity and frustration-aggression hypothesis, we posit that
scarcity of resources increases competition (Grossman & Mendoza, 2003), which, in turn, leads
to more frustration (Biraglia et al., 2021). In such situations, employees may fail to thrive and
demonstrate the latitude to engage in political behavior to acquire resources and secure their
self-interests.

Individuals who quickly respond to such situations by engaging in self-serving
strategies tend to benefit in successfully advancing their personal goals within the organization.
Engaging in political activity, therefore, appears to be a likely response to resource scarcity
(Welsh & Slusher, 1986). While this helps to selfishly secure one’s own or their in-group's
welfare, out-group members who are unsuccessful in achieving their goals may perceive these
political actions as nefarious and respond as uncivil, rude, or directly confrontational.

POP can, thus, be linked to both workplace conflict (Prince et al., 2024; Ullah et al.,
2019) and workplace incivility (Ogungbamila, 2013). If someone is unexpectedly promoted,
others may react by withholding congratulations or engaging in a range of conflicting behaviors
to question the reasons behind the promotion, especially during challenging times such as
layoffs. These two responses manifest differently; the former exemplifies workplace incivility,
while the latter characterizes workplace conflict. Subsequently, to rationalize their perceived
or actual loss, individuals may hide critical knowledge as a survival strategy or as a means to
threaten their opponent’s survival. Based on this, we argue that POP will lead to either
workplace incivility or conflict, which, in turn, leads to knowledge hiding. Moreover, the
debilitating effects of hiding critical knowledge in knowledge-intensive industries can result in
significant losses. For example, this behavior could lead to losing an important client or a vital
project. Therefore, we hypothesized,

H4. The direct relationship between POP and knowledge hiding will be mediated by
organizational conflict, such that POP increases organizational conflict, which in turn leads to
knowledge hiding

H5. The direct relationship between POP and knowledge hiding will be mediated by
organizational incivility, such that POP increases organizational incivility, which in turn leads
to knowledge hiding

Figure 1: Hypothesized parallel mediation model
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We collected data from employees working in Information Technology (IT) and
Information Technology-Enabled Services (ITES) companies. Being a knowledge intensive
sector, IT & ITES companies offer untapped possibilities to analyse knowledge hiding
behaviour from fresh perspective (Dutta et al., 2024). Knowledge hiding, as a counter
productive work behaviour, has gained significant traction among knowledge workers
(Connelly et al., 2012). This behaviour adversely affects high-trust work environment and
effective knowledge sharing culture, ultimately hitting bottom-line in terms of lost productivity
(Jiang, 2019). Considering the far-reaching effect of knowledge hiding, we choose employees
of IT & ITES companies for data collection.

We conducted a time lagged study, by implementing a three-wave design, to test the
proposed model. The study was carried out over a period of 2 months, with 1 months’ time lag.
We opted for 1 month time lag to reduce common method bias and maintain the psychological
effect of the predictor on the criterion (Podsakoff et al., 2003; Griep et al.,2021). Griep et al.
(2021) suggested that a short time lag increases the effect, while a long-time lag decreases it.

The participants were recruited through the personal networks of all three authors. Upon
agreeing to participate, they were provided with a link to access the survey. They were first
requested to review an information document that included a brief overview of the study’s
objectives, their informed consent, and an assurance of anonymity.

To enhance data quality, two trap questions were inserted—one at the beginning and
one towards the end, following the recommendation of (Liu & Wronski, 2018). Responses in
which participants failed one or both trap questions were rejected. Ultimately, only 304
responses were retained for testing the proposed model. Of the participating employees, the
final sample consisted of 210 male employees (69.07 per cent) and 91 female employees (29.93
per cent), while 3 respondents chose not to disclose their gender. Majority of respondents held
a bachelor’ degree, followed by those with a master’s degree.

Procedure

We sent the link of online questionnaires, incorporating two trap items in each
questionnaire for quality check, to participants at three points in time. At Time 1, we sent the
questionnaire to 672 participants to measure control variables and perception of organizational
politics (POP). Post data screening, we obtained 534 quality responses with 79.46% response
rate. We assigned codes to identify successful participants. At Time 2, we administered the
questionnaire, to all marked participants who had successfully completed Time 1 survey, to
assess organizational conflict and organizational incivility. With 431 quality responses, we

9



recorded 80.71% response rate. Once again, we assigned codes to track consistent participants.
At Time 3, we provided the questionnaire to all eligible coded participates who completed T1
and T2 surveys to evaluate organizational conflict and knowledge hiding. Finally, after data
cleaning, we obtained 304 quality responses with 70.53% response rate.

Measures

Perception of politics: Perception of politics was captured using 4-items on a 5-point Likert
scale developed by Hochwarter et al. (2003). A sample item of the scale is “There is a lot of
self-serving behaviour going on.”

Knowledge hiding: Knowledge hiding was measured using 12-items on a 5-point Likert scale
developed by Connelly et al. (2012). This scale comprises items of all three dimensions of KH.
A sample item of the scale is “I say that I am not very knowledgeable about the topic.”

Workplace conflict: Workplace conflict was captured using 9-items on a 5-point Likert scale
developed by Jehn and Mannix (2001). The scale comprises items of all three types of conflict.
A sample item of the scale is “How much relationship tension was there in your team?”’

Workplace incivility: Workplace incivility was analyzed using 7-items on a 6-point Likert Scale
developed by Cortina et al. (2001). A sample item of the scale is “Did your supervisor or co-
worker make demeaning or derogatory remarks about you?”

Control variables: We controlled participants’ age, gender, education, and organizational tenure
to reduce their influence on knowledge hiding (Peng, 2013; Pan et al., 2018; Zhang et al.,
2023).

Common method bias: Varied scale anchors were used as a remedial technique to reduce
common method variance (CMV) associated with common scale formats and anchors
(Podsakoft et al., 2003).

Convergent validity

The convergent and discriminant validity of all variables were assessed using
Confirmatory Factor Analysis (CFA). Table 1 presents the results of the convergent validity
analysis. The Cronbach's alpha values for POP (0.88), organizational incivility (0.83),
organizational conflict (0.89), and knowledge hiding (0.83), all exceeded the recommended
threshold of 0.70 indicating good internal consistency. Similarly, the composite reliability (CR)
values for POP (0.88), organizational incivility (0.85), organizational conflict (0.88), and
knowledge hiding (0.87) are all above the threshold of 0.70 (Hair et al., 2019).

Furthermore, the average variance extracted (AVE) values for POP and organizational
conflict are equal to or greater than 0.50, as recommended by Fornell and Larcker (1981). To
ensure the AVE value met the 0.50 threshold, we removed one item OI2 (0.38) for
organizational incivility, as well as four items for knowledge hiding: KH1 (0.12), KH2 (0.39),
KH3 (0.12), and KH4 (0.42), due to low factor loadings (Samuels, 2017). After these removals,
the AVE value for organizational incivility increased to 0.52, while the AVE value for
knowledge hiding reached 0.50.
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Convergent Validity
Table 1

Discriminant Validity

Constructs and Items Standardized Cronbach Composite AVE
Loadings Alpha Reliability

Perception of organizational .88 0.88 0.65

Politics

POP1 .696

POP2 .790

POP3 904

POP4 .830

Organizational Incivility .83 .85 0.52

oIl 791

OI3 792

Ol4 .661

OI5 721

Ol6 .664

or7 724

Organizational Conflict .89 .88 0.50

OCl1 .618

0ocC2 733

0C3 742

0ocC4 .632

0G5 638

0C6 .658

ocC7 765

0C8 710

0C9 .660

Knowledge Hiding .83 0.87 0.50

KHS5 671

KH6 582

KH7 556

KHS .635

KH9 599

KH10 793

KHI11 822

KHI12 7186

We assessed discriminant validity using the heterotrait-monotrait (HTMT) ratio of correlation
method. Table 2 reports HTMT values below the recommended threshold of 0.85 (Henseler et
al., 2015) indicating that discriminant validity is established.
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Table 2

POP Ol oC KH
POP
Ol 0.45
oC 0.54 0.63
KH 0.31 0.33 0.34

Note: POP: Perception of organizational politics; OI: Organizational incivility; OC:
Organizational conflict; KH: Knowledge hiding

Measurement Model and SEM Model Fit

Table 3 demonstrates the statistical results of Confirmatory Factor Analysis (CFA). CFA
evaluates the model fit by determining the strength of relationship between items and variables
through the indices, comparative fit index (CFI), goodness of fit index (GFI), Tucker-Lewis
index (TLI), root mean square error of approximation (RMSEA).

Structural Equation Modeling (SEM) was tested in AMOS 22, and the results indicated a good
fit with the data (CMIN/DF = 1.74, CFI = 0.94, GFI = 0.93, TLI = 0.93, RMSEA = 0.04
(Hooper et al., 2008).

Table 3

Construct CMIN/DF CFI GFI TLI RMSEA
POP 0.06 1.00 1.00 1.00 .00
Ol 2.65 0.98 0.98 0.97 .07
OoC 2.04 0.98 0.96 0.97 .05
KH 2.73 0.97 0.96 0.95 .07
SEM Model 1.74 0.94 0.93 0.93 .04

Note: POP: Perception of organizational politics; OI: Organizational incivility; OC:
Organizational conflict; KH: Knowledge hiding

Results
Direct and Mediation Effect

Table 4 reports the direct effects of POP on KH (8 = .24, p = .00), OC on KH (8 = .35,
p = .00), and OI on KH (8 = .34, p = .00). Hypotheses H1, H2, and H3 are supported. We
controlled for the effects of age, gender, education, and organizational tenure on knowledge
hiding. The results indicate that none of the control variables had a significant impact on
knowledge hiding (age: f = 0.006, p = .94; gender: f = -0.08, p = .28; experience: f = 0.05, p
=.13; education: = 0.04, p = .42).

12



Direct effect

Table 4
Path B Value Hypothesis
POP — KH 4%k HI supported
OC —- KH 35k H2 Supported
Ol -KH J4HHk H3 Supported

Note: Note: ***p < 0.001; **p < 0.01; POP: Perception of organizational politics; OI:
Organizational incivility; OC: Organizational conflict; KH: Knowledge hiding.

Bootstrapping method was used to test the hypothesized parallel mediation model in
AMOS 22. Table 5 presents statistics on the mediating role of organizational incivility and
organizational conflict in the relationship between the perception of organizational politics and
knowledge hiding. The results show a significant indirect effect of POP on KH through OC (f
= .15, p = .00), supporting Hypothesis 4. Additionally, there is a significant indirect effect of
POP on KH through OI (f = .11, p =.01), supporting Hypothesis 5. Moreover, the direct effect
of POP on KH, in the presence of OC and O], is not significant (f = .11, p = .08). Therefore,
OC and OI fully mediate the relationship between POP and KH.

Mediation effect

Table 5
Total Direct Indirect Confidence Interval
effect effect effect
Path B B Sig Path B Lower Upper
bound bound
POP — KH 0.37*** 11 .08 POP—-OC—KH .15%** .04 28
POP—OI—-KH .11%** .02 .20

Note: ***p <0.001; **p <0.01; POP: Perception of organizational politics; OI: Organizational
incivility; OC: Organizational conflict; KH: Knowledge hiding.
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Figure 2: SEM Result
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Discussion

This study investigated the pernicious effect of POP on knowledge hiding. It also
explored two mediational routes (i.e., workplace incivility and conflict) and their impact on
knowledge hiding.

We found a positive relationship between our focal constructs in the study (i.e., POP
and knowledge hiding). Although the relationship between POP and knowledge hiding is
logical, as evident in the extant literature (Arain et al., 2022; Cui et al., 2016; De Clercq et al.,
2022; Malik et al., 2019), POP remains an abstract construct, and difficult to study (Khan &
Sheikh, 2019). Therefore, varied theoretical frameworks have been used to explain the
relationship between POP and knowledge hiding. We reinforce this argument and offer an
alternative theoretical framework that integrates resource scarcity and the frustration-
aggression hypothesis. De Clercq et al. (2022) highlighted that employees are more likely to
engage in knowledge hiding when they feel frustrated with favoritism-based decision-making.
Extending this argument, we build our rationale on the prevailing macro-level discourse
surrounding Al-led disruption and job displacement (Tabrizi & Pahlavan, 2023). We posit that
job displacement would contribute to resource scarcity by reducing traditional job roles,
intensifying career uncertainties, and limiting job opportunities. This scarcity, in turn, may
trigger competition and evoke frustration over limited resources. The fear of replacement
increases self-interested behavior, thereby leading to higher levels of political organizational
behavior (POP). In most knowledge-based industries, where knowledge is power and provides
a competitive advantage (Cress et al., 2005), self-interested behavior may manifest as
knowledge hiding to safeguard one’s indispensability within the organization.

The second objective of the study was to examine the mediational routes (i.e.,
workplace incivility and conflict) that transmit the effects of POP onto knowledge hiding. The
findings suggest that workplace incivility and conflict fully mediate the relationship between
POP and knowledge hiding. For our mediational paths, we argue that resource scarcity
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increases competitive and selfish behavior, thereby intensifying POP. Previous research also
highlights that scarcity is linked to POP. Although investing in self-interested behavior
increases the likelihood of gaining desirable outcomes and safeguarding one’s employment, it
also fosters unhealthy rivalry. Employees who struggle to navigate the political terrain may
express frustration over the unfair distribution of resources. Drawing on frustration-aggression
theory, goal frustration evokes anger, which predisposes employees to engage in incivility or
conflict. In an attempt to get even, these employees engage in retaliatory mechanisms such as
hiding crucial knowledge to sabotage their opponents or enhance their own chances of survival.

Theoretical implications

First, rapid technological growth is generating uncertainties about job security, as many
IT professionals fear it may lead to job displacement (Roy, 2024). One of our novel
contributions is capturing contextual relevance by studying the specific milieu of the IT
industry. Additionally, our contribution highlights the macro-micro linkages that explain how
IT professionals, increasingly exposed to scarcity-related cues evident in frequent
announcements of layoffs, downsizing, and restructuring may react behaviourally, linking this
to knowledge hiding. This aligns with previous research showing that organizational crises
exacerbate knowledge hiding (Nguyen et al., 2022). Considering that IT industries are also
characterized by a performance-oriented climate and a heavy reliance on data sharing,
knowledge hiding may seem like a way for employees to safeguard themselves against personal
loss, albeit at the expense of the organization (Connelly & Zweig, 2015; Schmitt et al., 2012).

Second, we extend the contributions to our mediation model by advancing the
understanding of the underlying mechanisms between knowledge hiding and its antecedents.
Although there is some limited research linking POP with conflict (Ul Haq, 2011) workplace
incivility (Ogungbamila, 2013), the scarcity of studies examining these relationships warrants
further investigation. To the best of our knowledge, this is the first study that examines
workplace conflict and incivility as mediating mechanisms that transmit the effects of POP
onto knowledge hiding. In our findings, workplace incivility and conflict emerged as key
factors explaining the relationship between POP and knowledge hiding.

We posited that scarcity cues lead to fears of job displacement. Such scarcity may
trigger existential anxiety (Alkhalifah et al., 2024; Cho & Yang, 2018). To mitigate this anxiety,
employees in such environments may experience intense competition as they seek to protect
their self-interest, ultimately fostering heightened perceptions of POP. This self-serving
behavior would, in turn, intensify workplace conflict and incivility, evoking frustration over
the unequal distribution of resources and further exacerbating employees’ inclination toward
performance-detracting struggles (Yu & Greer, 2023). In most knowledge-intensive industries,
where knowledge sharing is crucial, these performance-detracting struggles would manifest as
knowledge hiding. Furthermore, our contribution extends to conceptualizing that, unlike most
studies that suggest workplace incivility leads to conflict (Johnson & Indvik, 2001; Trudel &
Reio, 2011; Zahid & Nauman, 2024), we argue that the likelihood of engaging in incivility or
conflict would be independent of each other, potentially depending on an individual's resource
repertoire or political skill, rather than one causing the other. This distinction justifies our
parallel mediation model.

Third, our contribution also lies in our theoretical framework. Most studies that have
built their theoretical foundation on a resource perspective have utilized the Conservation of
Resources (COR) theory (Hobfoll, 1989) or the Job Demands-Resources (JD-R) model
(Demerouti et al., 2001) (Agarwal et al., 2022, 2024; Malik et al., 2019; Nguyen et al., 2022).
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Additionally, drawing from a relational perspective, the Social Exchange Theory (SET; Blau,
1964) has been utilized (Pradhan et al., 2020). To the best of our knowledge, this is the first
study to apply the frustration-aggression hypothesis to explain the relationships in our model.

Practical Implications

This study contributes to practice in several ways. The study revealed that perception
of politics could lead to knowledge-hiding behaviour; thus, organizations especially during
crises such as layoff need to put in extra effort to ensure fairness in order to minimize politics
at the workplace. For instance, during layoffs and other cost cutting initiatives when an
organization experiences resource crunch, managers may need to be sensitive to allocating
scare resources in such a way that employees experience distributive justice in order to manage
the perception of politics. Managers need to be mindful to create a climate where everyone in
the system is equally impacted by the resource crunch and there is no partial or biased
behaviour. Also, the study shows that conflict and workplace incivility mediate the relationship
between perception of politics and knowledge hiding. Therefore, organizations can consider
training and mentoring for managers with conflict management strategies to equip employees
to deal with employee behaviour during crises.

Conclusion

With increasing number of organizations experiencing organizational crises because of
layoff and other forms of restructuring, the psychological threat of losing job is high among
employees. In order to sustain in such uncertain environment employees’ resort to various
survival tactics such as knowledge hiding. Hence, there is a need to identify various factors
that promote knowledge hiding in organizations. Drawing on resource scarcity framework and
frustration-aggression hypothesis, the study presents evidence for the mediating role of conflict
and organizational incivility on the relationship between perceived organizational politics and
knowledge hiding. Our study provides an important contribution by explaining the
comprehensive mechanism leading to knowledge hiding in the context of organizational crises.
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