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Abstract  
 

We delineated a quantitative study with 374 corporate participants. Measurement of 
the organizational climate was carried out through a survey on the perception by 112,925 
employees of the corporate participants considering various organizational environment 
aspects, including customer service.  In order to analyze the antecedents to the formation of 
the customer service climate, we associated with this organizational environment aspect, 
people’s perception of three factors linked to business management: leadership, commitment 
and organizational support.  Among results, we highlight the relation between perception of 
the leadership and service climate, commitment and organizational support.  
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1- Introduction 

For a number of authors, business management addressed to the client should include 
development of an adequate service climate, taking into account the close relation of this 
organizational environment factor with satisfaction of internal and external clients and with 
organizational results (Schneider, & Bowen, 1985; Schneider, White, & Paul, 1998; Johnson, 
1996; 

In Brazil, the need for organizations to develop mechanisms to reduce the gap between 
what they offer and what clients expect is acknowledged by non-academic media, specialized 
in businesses. One example of this concern is a survey, which involved companies operating 
in Brazil and their respective consumers. Upon presenting this survey results, Gaspar (2010) 
reports that the so-called client economy (Hammer, 2001) was not consolidated. In the 
economic context considered by Hammer, all the power would be held by consumer, and 
companies would be in a real battle for clients.  However, results of the Brazilian survey 
indicate that the self image of organizations is not consistent with their clients’ impression of 
them. Whereas 98% of the researched companies stated, through their management, to have 

Salanova, Agut, & Peiró, 2005; Wiley, Brooks, & Lundby, 2006; Schneider, Macey, 
Lee, & Young, 2009). This type of organizational climate is formed by the shared perception 
of organizational practices and procedures, in addition to behaviors aimed at customer 
service, which are, somehow, recognized and rewarded (Schneider et.al, 1998).  
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an efficient customer service structure, 23% of their consumers report not having received 
good service by any of them in the 12 months preceding the survey. This type of observation 
reveals the necessity for organizations to develop mechanisms of approaching what they offer 
to what clients expect.  

In this study, we consider the fact that a service climate is essential to promote an 
approach of the company to its clients. Since the promotion of this workplace feature depends 
on recognition and reward (Schneider et.al, 1998), practices and procedures catering to this 
necessity should be sustained by organizational and people management strategies (Fischer, 
2002).  

Aiming at assessing the proposal of an orientation model for creating a positive 
service climate within organizations, we delineated a quantitative study with 374 corporate 
participants in a survey, which, besides identifying people management practices, prioritizes 
the organizational climate evaluation.  The evaluation of the organizational climate was 
carried out through surveying the perception of employees of the participating companies 
regarding various organizational environment aspects, including customer service.  The 
strategy towards these services was defined through the statements on the vision, mission, 
values and strategic orientation of human resources. In order to analyze the antecedents of 
service climate, we associated this organizational environment aspect with people’s 
perception of three factors related to business management: leadership, commitment and 
perceived organizational support.  

2- Discussion and Hypothesis 

Antecedents of Service Climate 
People management strategies and practices are related to the psychological environment 

of the organization (Rogg, Schmidt, Shull, & Schmitt, 2001; Gould-Williams, 2007), given 
that, according to Schneider & White (2004), the social interactions and the exposure of 
company members to the same objective structural characteristics, such as people 
management initiatives, produce a shared understanding among members of the organization, 
generating the organizational climate of the company. 

Upon the concept of organizational climate, a new perspective arose to the 
management of organizations, which seeks grounds for human labor performance, through 
relations between this factor and other relevant aspects of organizational quotidian. 

In Schneider (1975)’s opinion, the climate should be linked to specific factors of the 
organizational environment, such as the service climate.  So, the preparation of a strategy, 
prioritizing response to the needs of internal and external clients, indicates that customer 
service is important to the organization, therefore, it would strengthen a positive service 
climate (Schneider, Salvaggio, & Subirats, 2002)

As per Schneider et.al (1998), the climate for service refers to employees’ perception 
of practices, procedures and behaviors, which are rewarded, supported and expected regarding 
customer service and the quality of the service provided. 

.  

 For instance, as the employees 
realize they are rewarded for offering quality services, the service climate of their 
organization will be more favorable. Moreover, the perception that customer service is 
relevant to the management will also contribute for a favorable service climate (Schneider 
et.al, 2002). 
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Based on the idea that the service climate refers to workers’ perception of human 
resources practices regarding the quality of the service provided to the client, Salanova et.al 
(2005) state that contextual factors are the fundamental questions that sustain the service 
climate. Along these lines, studies by Johnson (1996) and Gracia, Cifre, Grau (2010) also 
supply evidence of the effectiveness of management practices specifically focused on the 
service climate of the organization, aiming at facilitating customer service.  According to 
them, employees are more likely to offer an excellent service to clients when the organization 
expects and rewards such behavior, and when it establishes practices that facilitate customer 
service. 

However, Salanova et.al (2005) suggest fundamental questions linked to management 
practices constitute a necessary condition, but not sufficient to stimulate the service climate. 
Thus, the service climate is based on a broader context, which includes mediating with 
subjective aspects, such as commitment with the organization and quality of service provided. 
Hence, it is important for the management to stimulate motivation and involvement of its 
employees with their work, creating a friendly climate within the organization, which, in its 
turn, contributes to a positive service climate.  

In order to evidence the impact of objective conditions related to people management 
practices on the service climate, we considered that the perception of organization’s care 
about its personnel  welfare and acknowledgement of their contributions prompts a condition 
of reciprocity, that is, when employees perceive they have organizational support, they feel 
obliged to care for the organization’s welfare and to collaborate in meeting organizational 
objectives  

And, to deal with subjective aspects, we consider the feeling of commitment of 
employees, which indicates the intensity and stability with which the employees dedicate 
themselves to the organization (Eisenberger, Fasolo, & Davis La-Mastro, 1990; Salanova 
et.al, 2005; Little, & Dean, 2006; Chathoth, Mak, Jauhari, & Manaktola, 2007). 

(Eisenberger, Huntington, Hutchison & Sowa, 1986).  

Combining these conditions of reciprocity and dedication with the formation of the service 
climate, we raise the following hypotheses:  

H1a: The perception of commitment mediates the relation between perception of 
organizational support and service climate. 

H1b: There is a direct positive relation between perception of organizational support and 
service climate. 

H1c: There is a direct positive relation between the perception of employees’ commitment to 
the organization and service climate.  

The Relation between Organizational Support and Commitment 

The concept of organizational support is based on perceptions of workers regarding 
the quality of treatment they receive from the organization in retribution to the efforts made at 
work (Eisenberger et al., 1986). According to Oliveira-Castro, Pilati and Borges-Andrade 
(1999), these perceptions are sustained by frequency, intensity and sincerity of organizational 
manifestations of approval, compliment, material and social retribution to the efforts of its 
human resources.  Besides, the authors suggest that workers develop global opinions on how 
much the organization praises their contribution and cares about their well being.  
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Eisenberger et. al (1990), among other results, found evidence in their survey with 
hourly-paid laborers and managers, that perceived organizational support was positively 
associated with people’s affective bond with the organization and to their performance. Thus, 
in this study, we presuppose   organizational support perception is related to the perception of 
factors linked to worker’s commitment with the organization (Rhoades, & Eisenberger, 2002). 
As a result, we raise the following hypothesis: 

H2: There is a direct positive relation between perception of organizational support and 
commitment of employees with the organization.  

Leadership Relating with Organizational Support, Commitment and Service Climate 

Some authors state that the leader is able to define the quality of an organizational 
environment. Rogers (1961), for example, observe that if the administrator, military or 
industrial leader, creates a determined climate in the organization, then, the team becomes 
more responsible, more creative, more cooperative, and it adapts to new problems. As for 
Schein (1989), leaders convey the feeling of commitment to the group, from their 
discernment, motivation and ability to communicate.   

In accordance with Schneider and Bowen (1985), in general, the organizational 
climate consists of the perception of what is really important for the organization. It is a 
perception obtained through work experiences and awareness of types of behaviors that the 
management expects and supports. The management, in its turn, is represented by the 
organization’s leaders.  

Bhal and Ansari (1996) identified two dimensions in the relationship between 
superior-subordinate: work contributions, regarding the professional relationship, and 
warmth, regarding the personal relationship. It is recognized, thus, that the leadership can 
influence a cognitive redefinition on individuals, articulating and producing new visions and 
concepts, as long as the leader develops his/her abilities to create a feeling of involvement  
and participation. As a result, a superior’s behavior is capable of exerting influence on his/her 
subordinates to the point of their having good or very bad performance, and still, of impacting 
on the feeling of workers’ satisfaction or dissatisfaction. (Yukl, & Van Fleet, 1992; 
Gonza´lez-Roma, Peiro, & Tordera, 2002). 

As per Schein (1989), leaders need perception and discernment; motivation and ability 
to communicate; dedication and commitment to the group; emotional strength, selling new 
visions and concepts; creating involvement, participation and deep insight. Thus, we consider 
in this study that, as representatives of the organization, leaders exert influence on the 
perception of organizational support (Eisenberger, Stinglhamber, Vandenberghe, Sucharski, 
& Rhoades, 2002). Consequently, we raise the following hypotheses:   

H3a: There is a direct and indirect positive relation between perception of the leadership and 
service climate.  

H3b: There is a direct positive relation between perception of the leadership and commitment 
of employees to the organization.  

H3c: There is a direct positive relation between perception of the leadership and 
organizational support.  
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3- Procedures for Collecting Data  

The assertions utilized to measure workers’ perception were selected based on the 
theoretical referential previously presented in this article. In general, such assertions can be 
classified into four categories: leadership; organizational support; commitment and service 
climate. To obtain the responses to the proposed form, we used a 5-point Likert scale for all 
assertions.  

For the leadership factor we considered seven assertions, which, in general, address 
workers’ perception of their immediate superior’s daily performance; clearness on how 
subordinates may contribute to the company objectives; orientation for accomplishment of the 
work; among other factors. 

As for the organizational support factor, the eight proposed assertions refer to 
efficiency and organization of processes; information transmission, recognition and justice 
within the company; concern with employees’ life quality; and offer of training opportunities. 

Five assertions were considered for the commitment factor, which are pride and 
involvement of employees with the company; knowledge and concordance with 
organizational objectives; and participation in the decision making.  

  

The five assertions used to measure the service climate addressed aspects linked to 
company reputation regarding adequate customer service; fast solution of client problems; 
autonomy; clarity regarding priority of service provided; and management commitment to 
quality service.

4- Method of Data Analysis 

  

The study presented herein is originated from a survey that elects “The best companies 
to work for in Brazil” annually. Such survey involves organizations seeking prominence in 
organizational climate and people management practices. Data utilized in this study refer to 
results from the survey in 2009. 

The 491 enlisted companies had to necessarily have more than 100 employees and 
they had to have been working in the Brazilian and/or the international market for longer than 
five years. Such companies present characteristics that differentiate each one from the other: 
size, focused sector, focused country region, capital origin, among others.   

In order to accomplish the sample procedure, we requested from the organizations a 
numbered list of their employees in alphabetical order, and, from this list, those who should 
respond the questionnaire were drawn at random. All the drawn members were formally 
contracted by the company.    

Among these 491 companies, 374 reached the preestablished minimal sample of 
responses by its employees. Due to that, in the analysis herein presented, only data on these 
374 companies were considered, with an overall number of 112,925 questionnaires being 
obtained from these employees.  

To understand if there are differences between companies oriented to service and the 
remaining companies, the participating organizations were divided into those which presented 



6 
 

 

in their strategic guidelines citations of internal and/or external customer service and those 
which did not address such citations. The first companies are called, in this study, 
“organizations oriented to customer service”. The companies belonging to the second group 
are called “organizations not oriented to customer service”.  To obtain these data, each one of 
the participating companies responded a questionnaire on their policies and practices of 
human resource management. In this questionnaire, they outlined their vision, mission, values 
and adopted human resources strategic guidelines.

We opted for the random draw of 1,000 respondents who worked for organizations 
which had strategies focused on client’s internal and external needs. Such procedure was 
attained through the achievement of a satisfactory sampling for the formation of the modeling 
of structural equations applying the method Asymptotically Distribution-Free (ADF) on the 
software Analysis of Moment Structures (AMOS), version 18. We also considered the 
identification of non-normality of variables contained in the respective database, and, 
concurrently, we sought to avoid an exaggerated increase of the χ ²

  

 statistics due to the 
utilization of large samples (

 
Hair Jr, Black, Babin, Anderson. & Tatham, 2009). 

5- Results 
 

The first result to be highlighted in this study refers to the differences between 
organizations oriented to customer service and those which do not have this orientation. 

The characteristics of the two groups into which the companies were divided, which 
were focused upon in this study, were delineated as follows: type of company, sector, capital 
origin, sales revenues and number of employees.  

We observe that, in the company classifications by industry type, on average, over 
60% of the companies adopted some initiative in their organizational strategy regarding 
orientation to providing services to internal and external clients. From the 374 organizations 
of the sample, we notice that 250 include references to this strategy, either in their vision, 
mission, values or strategic orientation; the 124 remaining ones have no terms regarding the 
client. Through frequency analysis, we were able to confirm that there is no association 
between the characteristics of organizations with the adoption of a service strategy.  

Upon this information, we drew, at random, responses from 1,000 employees who 
worked for these 250 organizations to verify the validity of the hypothesized model. In the 
utilized sample, most individuals are masculine, aged 33.5 on average, Caucasian, having an 
equal or superior secondary level, holding operational, technical or administrative positions, 
with monthly wages ranging between US$ 622. 5 and US$ 2,490, and who had been linked to 
their organizations, on average, for roughly 8 years, at the time of the survey.   

Measurement Model and Structural Model 

All of the variables obtained significant correlations between pairs. Leadership was 
highly correlated with commitment and organizational support; organizational support was 
highly related to commitment and service climate, which, in its turn, presented a high 
correlation with organizational support and commitment, and moderate correlation with 
leadership.  

Organizational support had the lowest mean (2.97) and service climate the highest 
(3.67). Reliability indexes were satisfactory for leadership (0.82), organizational support 
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(0.74) and service climate (0.81). Regarding commitment (0.68), although the index was not 
satisfactory, this result was close to the acceptable limit (0.7). 

On the modeling of structural equations, the main absolute fit index of the model is the 
chi-square (χ²)

Other commonly utilized absolute fit indexes are the Goodness of Fit Index (GFI) – an 
fit statistic that is less sensitive to sample size, whose reference value is 0.9, and the Root 
Mean Square Error of Approximation (RMSEA), a measure that attempts to correct the trend 
of the chi-square statistic to reject models with large samples or large number of observed 
variables, with a reference value from 0.05 to 0.08. 

. According to Hair Jr et.al (2009), the value of this statistical test is sensitive to 
large-sized samples and to the number of observed variables, which may reduce the fit of a 
model for reasons that may not be truly detrimental to its overall validity. Significant p-values 
may be expected from models that present from 12 to 30 observed variables and samples that 
are larger than 250 (Hair Jr et al, 2009). 

The following incremental fit indexes were used to compare the nested models: the 
Comparative Fit Index (CFI), whose reference value is 0.9 and the Akaike Information 
Criterion (AIC), used to compare models having different numbers of constructs, in which 
models with lower values are the most fitted.  

The indexes show that the hypothesized measurement model obtained better data fit 
indexes than the tested nested model comparisons models χ² (269, N = 1.000) = 1254, p < 
0.01, χ² /df = 4.66, GFI = 0.94, CFI = 0.63, RMSEA = 0.06, AIC = 1366), although the CFI 
value is below the 0.9 reference value and the χ² is significant. 

Following recommendations by Hair Jr et.al (2009) and Kline (2005), we tested the 
nested models beyond what was proposed by the study. Firstly, we made a comparison with 
the independence model, then we compared a two-factor model, in which leadership, 
organizational support and commitment were grouped into one factor and the other referred to 
the service climate. As for the second model we grouped all four factors into only one 
construct.  

The standardized factor loadings for the twenty five indicators utilized in the 
measurement model remained between 0.35 and 0.81, all of them being significant (p < .01). 
These results support the validation of the hypothesized measurement model.  

Considering the satisfactory fit of the measurement model, we followed the same 
strategy of comparison with nested models. Initially, we compared them with the 
independence model; and then, we tested two models partially mediated by the commitment 
construct; and last, the model without mediation by the commitment construct.  

In the end, the hypothesized theoretical model presented the best fit statistics χ² (270, 
N = 1,000) = 1,255, p < 0.01, χ² /df = 4.65, GFI = 0.94, CFI = 0.63, RMSEA = 0.06, AIC = 
1,365). However, we did not verify in this model any significant influence (p < .05) of 
leadership perception on service climate (β= 0.04). The model in which there was no 
mediation of the commitment factor, presented the worst indexes, only above the 
independence model  χ² (273, N = 1,000) = 1,754, p < 0.01, χ² /df = 6.43, GFI = 0.92, CFI = 
0.45, RMSEA = 0.07, AIC = 1,858). As a result, we considered the hypothesized model in 
this survey the most plausible among the tested ones, and we can observe this in Figure 1. 
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FIGURE 1 

Final Model 

 

 

 

 

 

 

 

 

 

 

** p < .01. * p < .05. 
 

Results presented confirm all the hypotheses of this study, except for hypothesis H3a. 
This hypothesis was only partially confirmed, as the perception of leadership influences only 
indirectly the perception of the service climate. This result attests how important it is, in 
making a strategy focused on customer service explicit, for employees to perceive their 
leaderships positively, as this impacts positively the perception of organization support (β= 
0.70, p< 0.01) and commitment (β= 0.15, p< 0.05). Additionally, the organizational support 
demonstrated a high relation with commitment (β= 0.81, p< 0.01) and service climate (β= 
0.24, p< 0.01). Last, we also observed the relation of employees’ commitment with service 
climate (β= 0.48, p< 0.01

At the end, from these results, we can observe that, employees’ perception of 
leadership is indirectly related to the formation of service climate (β= 0.50, 

). 

p< 0.01), that 
organizational support relates to it directly (β= 0.24, p< 0.01), and so does commitment (β= 
0.48, p< 

6- Conclusions 

0.01). 

Researchers of organizations, such as Schein (1989), have striven to demonstrate the 
importance of the role performed by leaderships in several management aspects. In our study, 
from the perception of employees working at the surveyed companies, we could confirm this 
importance, regarding, at least, two aspects. In the first one, there is a perception that 
leadership is the key for the support that organizations offer their personnel, by means of their 
human resources practices. In other words, on the employees’ perception, human resources 
practices are related to the perception of leadership performance.  

Leadership 

β=.70** β=.24** 
R² = .55 

Organizational 
Support 

Service 
Climate 

Commitment 

R² = .49 

β=.15* β=.48** 

β=.81** 

R² = .85 
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According to the second aspect, also linked to human resources practices, more 
specifically to the behavioral dimension, employees also see in the leaderships an important 
source of commitment regarding the work developed (Yukl, & Van Fleet, 1992). 

Regarding more specifically to service climate, it is noteworthy that employees’ 
perception attributes importance to objective aspects of the organization (as organizational 
support, also related to leadership actions) and to subjective aspects (commitment) related to 
service climate (Salanova et.al, 2005). 

About international and managerial implications, these verifications evidence how 
important it is for organizations to develop and reward their leaders for their guidance and 
support to subordinates’ achieved work, always aligned to organizational objectives, as, 
besides stimulating a more favorable service climate, it also stimulates the organizational 
support perception and employees’ commitment regarding the organization.  

Finally, it is interesting to note that the results herein presented are hindered by 
limitations of statistical nature, because some indexes of the measurement and structural 
model did not achieve satisfactory results (χ2

In any case, based upon the findings of this study, we suggest the continuity in further 
research. One survey could be to gauge the relation of organizational results linked to 
customer satisfaction and financial compensation. Considered the statistical conditionings, a 
second possibility would be to accomplish comparative studies with the same variables and 
hypotheses herein presented in two different years of the same annual survey, or in other 
organizations belonging to distinct national cultures. 

 and CFI), though not jeopardizing the general 
validity of the model.  
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