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Background and Purpose: Organizational atmosphere is crucial, reflecting
employees' collective perceptions, feelings, commitment, and values, which are
key determinants of organizational success (1). While a positive atmosphere
enhances productivity and job satisfaction, a negative or poisoned
organizational atmosphere leads to detrimental outcomes such as increased
absenteeism and staff turnover (2). This toxicity is often rooted in destructive
managerial behaviors, known as toxic leadership, which severely undermine
employee morale and performance throughout the entire organization (3). The
phenomenon of a toxic environment, characterized by high levels of distress and
conflict, poses a serious threat to both individual well-being and organizational
longevity (4). Although various factors have been linked to creating a toxic
atmosphere in general organizations, this critical issue remains largely
unexplored within the context of sports and youth agencies in Iran. Given the
observed negative impact of toxicity on these specific governmental sports
entities (5), the main objective of this study is to identify and determine the
specific factors contributing to the toxic organizational atmosphere within the
Sports and Youth Departments of East Azerbaijan province, thereby filling a
significant gap in the sports management literature.

Methodology: This study adopted a quantitative, applied research approach,
utilizing a descriptive-survey design for data collection. The statistical
population comprised all managers, deputies, and employees of the Sports and
Youth Departments of East Azerbaijan province in 2022 (N=293). Based on the
determination using Morgan's table, a sample size of 166 individuals was
selected through simple random sampling to ensure representativeness. Data
collection was carried out using a researcher-made questionnaire, which was
developed through modification and adaptation of a questionnaire by Rostaei
(2015) (6). The final instrument consisted of 68 items categorized into five
corresponding dimensions of toxic organizational atmosphere, measured on a
five-point Likert scale (ranging from 1 = Strongly Disagree to 5 = Strongly
Agree). To ensure the instrument's robustness, its face and content validity were
confirmed by a panel of eight expert professors in Sports Management.
Reliability was assessed using Cronbach’s Alpha coefficient. The results
confirmed the instrument's adequate reliability, as the Cronbach's Alpha
coefficient for all toxic organizational atmosphere components exceeded 0.70
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(7, 8). Data analysis involved both descriptive and inferential statistics.
Descriptive statistics were computed using SPSS software (version 24). For the
inferential analysis and testing of the conceptual model, Structural Equation
Modeling (SEM) was employed using Smart PLS version 3. This software
utilizes the Partial Least Squares (PLS) method, which is variance-based and
was chosen for its higher flexibility compared to covariance-based structural
models, making it highly appropriate for the predictive aims of this applied
research.

Results: The analysis was conducted on the responses of 166 participants from
the Sports and Youth Departments of East Azerbaijan province. The sample
consisted of 45.2% male and 54.8% female respondents. A majority of the
participants were married (63.9%), with significant representation in the 5-10
years of service tenure group (36.7%) and the 25-35 years age bracket (33.7%).
Prior to hypothesis testing, descriptive statistics confirmed the normal
distribution of the data for all research variables, with all skewness and kurtosis
values falling within the acceptable range of less than +2. The measurement
model underwent evaluation using Structural Equation Modeling (SEM) in
Smart PLS. The results confirmed the robustness and psychometric properties of
the research instrument. Reliability was established through high Cronbach's
Alpha (ranging from 0.737 to 0.853) and Composite Reliability (CR) values (all
above 0.7). Both convergent validity (Average Variance Extracted (AVE)
values mostly above 0.5) and discriminant validity (Fornell-Larcker criterion
satisfied) were confirmed. Furthermore, the Variance Inflation Factor (VIF) for
all latent variables was below the threshold of 5, confirming the absence of
collinearity issues. The overall quality and predictive power of the structural
model were deemed strong, as evidenced by a Goodness of Fit (GoF) index of
$0.6308. The model collectively accounted for a significant portion of the
variance in the toxic organizational atmosphere (R* = 0.486), indicating a strong
explanatory power for the hypothesized factors. The path analysis, which tested
the effect of five independent factors on the toxic organizational atmosphere,
yielded the following key results:

1. Toxic Leadership emerged as the strongest and most significant
predictor of the toxic organizational atmosphere (f = 0.443,t=8.516, p
<0.001).

2. Toxic Job Structure was the second most influential factor, showing a
significant positive effect (B =0.311,t=6.775, p <0.001).

3. Toxic Interpersonal Relations and the Toxic Reward and Compensation
System also exhibited significant positive effects, with path coefficients
of f=10.171 (t=2.871, p=0.004) and = 0.144 (t =2.167, p = 0.031),
respectively.

4. Crucially, the study found that the Toxic Physical Structure factor did
not have a statistically significant effect on the toxic organizational
atmosphere (f = 0.015, t = 0.340, p = 0.734), leading to the rejection of
this specific hypothesis.

In summary, four out of the five hypothesized dimensions—Toxic Leadership,
Toxic Job Structure, Toxic Interpersonal Relations, and Toxic Reward
System—are confirmed as significant contributors to the toxic organizational
atmosphere within the Sports and Youth Departments of East Azerbaijan
province.



Discussion: This study identified the primary determinants of a toxic
organizational atmosphere in the Sports and Youth Departments of East
Azerbaijan province. The structural equation modeling results confirmed that
Toxic Leadership, Toxic Job Structure, Toxic Interpersonal Relations and the
Toxic Reward System all have a significant positive impact on organizational
toxicity. Notably, Toxic Leadership emerged as the strongest factor, aligning
with previous research that highlights the destructive role of self-serving leaders
who neglect employee welfare. Conversely, the Toxic Physical Structure was
found to have no significant effect on the toxic atmosphere, suggesting that
internal human and organizational factors outweigh the external physical
environment in generating toxicity within these governmental departments.
Managers must therefore prioritize addressing leadership style, ensuring job
security and autonomy, fostering healthy inter-personal relations, and
establishing fair reward systems to cultivate a positive and resilient working
environment.
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! Composite Reliability
2 Loadings
3 Discriminant Validity
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! T-Values
2R Squares (R?)
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