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Abstract - The prevailing view in the services marketing literature suggests that employees arethe organization in the minds 
of customers. Although many researchers have pointed out the importance of employee attitudes in satisfying customers 
(Hur, Moon and Jung 2015; Zeithaml et al. 1996), the mechanisms that form a facilitating work environment for customer 
contact employees (CCEs) still need further clarification. Since CCEs interact with customers on a daily basis, managers 
need to develop ways to motivate and increase their adaptability, customer orientation and attitude towards the brand so that  
these employees are better equipped to do their jobs. This study proposes a conceptual framework for enhancing CCE 
perceptions of justice, adaptability, motivation, customer orientation and attitude towards the brand through investments in 
social capital (IOSC). It also examines the direct and indirect effects of IOSC on employee attitudes and behaviors. Data 

from CCEs reveals that IOSC not only increases CCE motivation, customer orientation and attitude towards the brand 
through CCE adaptability and perceptions of justice indirectly, but also customer orientation directly. Moreover, CCEs‟ 
perceptions of justice moderate the influence of IOSC on CCE motivation.  
 

Keywords - Frontline Service Employees, Investments in Organizational Social Capital, Justice, Adaptability, Customer 
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INTRODUCTION 

 

In service organizations Customer contact 
employees‟ (CCEs) ability to influence customer 

experiences through their attitudes, has been the focus 

of many studies in marketing and management. 

Because the delivery of services occurs during 

interactions between CCEs and customers, the 

attitudes of CCEs have a tremendous influence on 

customers‟ perceptions of the service (Hur, Moon and 

Jung, 2015; Parasuraman et al., 1988; Schneider and 

Bowen, 1985) through CCE‟s success in conveying 

the service quality components of relatedness, 

assurance, tangibles, empathy and reliability (Brady 

and Cronin, 2001). Thus, effective service 
interactions require employees to display appropriate 

attitudes towards the customers and the 

organization/brand (Leidner, 1993). 

 

Given the crucial role CCEs play in the success of an 

organization, they are the stakeholders that should be 

provided with facilitating work environments where 

their perceptions of justice is improved and 

adaptability to the organization is fostered in order to 

enhance service quality through increased motivation 

(Ambrose et al. 2013; Aryee et al. 2015). However, 
existing studies of service quality have largely 

focused on the effects of motivating employees with 

less attention directed towards potential sources of 

motivation (such as investments in organizational 

social capital). One important motivator for 

employees that has been widely discussed in the 

management literature is justice. However, in the 

context of services, facilitators of CCE justice have 

received less attention than its outcomes (i.e. Bell and 

Menguc 2002). Another managerial intervention that 

has a bearing on employees‟ job performance is 

organizational investments in organizational social 

capital (IOSC) (Ellinger et al. 2013). Investing in 
organizational social capital creates an environment 

where mutually beneficial relationships among 

employees and the organization are nurtured. It is 

important to note, however, that leaders cannot 

“engineer” or mandate social capital, but that it must 

be “enabled” by the “kind of intervention that 

encourages natural development, that orients rather 

than orders, that provides nourishment rather than 

blueprints” (Prusak and Cohen 2001, p.93). Such 

interventions demand investments of managerial, 

temporal, and financial resources that promote 

appropriate and conducive behavioral norms and 
values (Ellinger et al. 2010, 2011). 

 

This study proposes a conceptual framework for 

improving CCE motivation, customer orientation and 

attitude towards brand by investments in social 

capital through increasing CCE adaptability and 

perceptions of justice. It also examines the direct and 

indirect effects of IOSC on CCE attitudes and 

behaviors. This research sheds light on the 

mechanisms IOSC influence CCE motivation through 

CCE adaptability and justice. Furthermore, the 
indirect effects of IOSC on customer orientation and 

attitude towards the brand in service organizations are 

examined. 

 

II. LITERATURE REVIEW 

 

2.1. Customer Contact Employees: The Boundary 

Spanners of the Service Organization 

It is well established in the marketing literature that 

customers tend to base their evaluations of the 
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organization on service employee performance 

(Czepiel 1990, Heskett et al. 1994; Berry 1995).  
Customer contact employee (CCE) attitudes and 

service orientations have received considerable 

attention in the marketing (Hartline, Maxham II, and 

McKee 2000; Kelley 1992; Kennedy, Lassk, and 

Goolsby 2002), and internal marketing (George and 

Gronroos 1989, Rafiq and Ahmed 1998) literatures. 

However, the influences of managerial interventions 

for CCEs in the services contexts on their 

performance outcomes have not been fully explored 

(Ellinger et all. 2008). 

 

2.2.Investments in Social Capital: Another 

Instrument in the Managers’ Toolbox? 

The concept of social capital refers to the 

relationships that make an organization work 

effectively (Adler and Kwon, 2002; Dess and Shaw, 

2001; Maak, 2007; Prusak and Cohen, 2001).  

According to Fukuyama‟s (1995: 16) definition social 

capital is „a set of informal values or norms shared 

among members of a group that permits cooperation 

among them‟.  

 

Making investments in organizational social capital is 
believed to be a useful approach for enhancing work-

place environments. (Ellinger et al. 2010, 2011, 

2013). Given the recognized importance of 

leveraging social capital for competitive advantage, 

the requisite norms and values for translating such 

investments into beneficial work-related returns 

require deeper understanding (Dess and Shaw, 2001; 

Maurer and Ebers, 2006). According to Pastoriza et 

al. (2007: 330), suggest that focusing on individual 

managerial behaviors may represent a useful 

approach given the „daily personal interaction of 

managers at all levels of the organization with the 
employees‟. Since investing in organizational social 

capital means sharing values among the members of 

the organization, it is expected that IOSC improve 

CCEs certain values such as adaptability and 

perceived justice.  

 

The American Psychological Association (APA) 

defined adaptability as “the capacity to make 

appropriate responses to changed or changing 

situations; the ability to modify or adjust one's 

behavior in meeting different circumstances or 
different people” (VandenBos, 2007, p. 17).  Since 

one of the crucial benefits of social capital is that 

strong social norms and compliance with behavioral 

expectations develop (Adler and Kwon, 2002), in 

organizations with higher levels of IOSC, CCEs 

ability to adapt to the organizational values as well as 

the service job itself increases.  Another outcome of 

higher IOSC may be expected to be higher levels of 

perceived justice.  Social capital is created through 

concrete personal relations and networks of relations. 

According to social exchange theory, CCEs will 

exhibit more positive behaviors, as they will be 

reciprocated. Since interactional justice is defined as 

people‟s sensitivity to the quality of interpersonal 
treatment during the enactment of organizational 

procedures (respect, concern for one‟s plight, 

treatment with dignity) and informational justice is 

defined as how workers share information (i.e., 

accuracy and quality of explanations individuals 

receive about procedures) (Greenberg 1993), CCEs 

perceptions of justice will be higher when 

investments in IOSC are also higher.  Therefore in 

this study the positive effect of managers‟ 

investments in organizational social capital on CCEs 

adaptability and perception of justice is proposed. 

 
H1: Investments in Organizational Social Capital 

increase (a) CCEs‟ adaptability and (b) CCEs‟ 

perceptions of justice  

 

2.3.Motivation, Customer Orientation and 

Attitude towards the Brand 

The responsibility for delivering high-quality service 

ultimately rests on CCEs and therefore their 

motivation to offer superior customer service is the 

key to providing better services. Accordingly, Bowen 

and Lawler (1992) contend that motivated employees 
who have a clear vision of the importance of quality 

service to the firm, are able to adapt to changing 

service environments and when they are fairly treated 

by the organization will provide superior service.   

 

It is well established by prior research that 

organizational justice is one of the primary levers of 

work motivation (Latham and Pinder 2005, Igalens 

and Roussel, 1999). When CCEs feel unfairly treated, 

they respond both affectively and behaviorally (i.e. 

Akkawanitcha et al. 2015). Conversely, as 

perceptions of justice in an organizational setting 
increase employee‟s willingness to put more effort in 

their jobs (therefore their motivations) increase. 

Adaptability on the other hand is another driving 

force of work motivation. Ployhart and Bliese (2006, 

p.13) define individual adaptability as an individual‟s 

ability, skill, disposition, willingness and motivation, 

to change or fit different task…‟.  When individuals 

have the ability to adapt, facilitated by IOSC, they are 

more willing to engage in work related activities.  

Moreover, when employees are motivated one of 

their affective responses will be commitment to the 
organization‟s values. As a result of IOSC and higher 

levels of work motivation, CCEs are more likely to be 

intellectually and emotionally engaged with the brand 

(Thomson et al 1999). 

 

Another important attitude CCEs present in a service 

context is their customer orientation.  CCEs‟ 

customer orientation is defined as an employee's 

tendency or predisposition to meet customer needs in 

an on-the-job context (Brown et al. 2002). The 

pivotal role of the service employee derives from the 

inseparable nature of services.  Consequently, CCEs‟ 
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customer orientations have received considerable 

attention in the marketing literature (i.e., George and 
Gronroos, 1989; Kelley, 1992; Kennedy et al., 2002) 

because of the indivisibility of production and 

consumption of services (Parasuraman et al., 1985), 

and the difficulty of delivering consistency. Recent 

studies have emphasized the importance of customer 

orientation and its relationship with job environment 

(Potocnik et al. 2011, Chelariu and Stump 2011).  

 

H2: Customer Contact Employees‟ (a) CCEs‟ 

adaptability and (b)CCEs‟  perceptions of justice 

increase motivation.  

H3: When CCEs are motivated they also are (a) more 
customer oriented and (b) their attitudes towards the 

brand are higher.  

 

 
Figure 1: A proposed model for IOSC improving CCE 

attitudes and behaviors RESEARCH 

 

III. METHODOLOGY 

 

3.1. Sample Characteristics and Survey Design 

Data was gathered from CCEs from service provider 

organizations from several industries. The major 
determinant of survey participation was CCEs‟ 

contact with customers on a daily basis. A 

convenience sample of 201 adult CCEs participated 

in the study over a two-week period. 79 of the 

respondent did not qualify due to their level of 

interaction with the customers. Of the 122 usable 

responses approximately 52% (63) were women, 49% 

(60) were single, 41% (50) were married, 10% were 

divorced. Majority of respondents (113) were 

between the ages of 24 and 40 years old. 96% (117) 

of the respondents were full time employees, 70% 
(85) worked 0 to 5 years with their current company, 

31% (38) worked in the same position for over 5 year 

and 77% (94) had some college degree.  

All measures were adapted from existing scales, 

including: investments in organizational social capital 

(IOSC) (Ellinger et al. 2011), adaptability (ADAPT) 

(Hartline and Ferrell, 1996), Relational and 

Informational Justice (Colquitt 2001)(JUST ), 

motivation (Vroom, 1968) (MOT), customer 

orientation (Deshpande et al. 1993) (CO), and attitude 

towards the brand (Pecheux and Derbaix 1999) 
(ATTBRD). 

 

3.2. Measurement Model Assessment 

Firstly, the undimensionality, reliability and validity 

of the study constructs were examined. As seen in 

Table 1, the CFA model achieved adequate fit 

statistics (χ2 =1782.689, df=930, NNFI= 0.96, IFI= 

0.96, CFI = 0.96, RMSEA= 0.071). The reliabilities 
for the six scales ranged from 0.86 to 0.96 (see Table 

1). After dropping 4 Justice items that were below 

.50, loadings ranged from 0.57 to 0.95 (p<0.01, all t 

values > 6.80) Overall, the set of 45 items was found 

to be reliable and valid when evaluated based on each 

item‟s error variance, modification index, and 

residual covariation (Fornell and Larcker, 1981). 

Following the procedure suggested by Fornell and 

Larcker (1981), discriminant validity was assessed by 

comparing the variance extracted for each construct 

to the square of each off diagonal value within the phi 

matrix for that construct. In all cases, the square root 
of variance extracted exceeded the phi estimates, 

indicating support for discriminant validity.  

 
Table 1:Construct Descriptive Statistics and Latent Construct 

Correlations (N=122) 

 

 
SD: Standard Deviation, Cα: Cronbach‟s Alpha, 

IOSC: Investments in Organizational Social Capital, 

ADPT: Adaptability, JUST: Justice, MOT: 
Motivation, CO: Customer Orientation, ATTBRD: 

Attitude towards the Brand   CFA results: χ2 

=1782.689, df=930, NNFI= 0.96, IFI= 0.96, CFI = 

0.96, RMSEA= 0.071 

 

IV. ANALYSES AND RESULTS 

 

A structural equation modeling (SEM) is used to test 

the proposed relationships between the study 

constructs. Before moving on to the hypotheses 

testing, some error terms within the same construct 

were set free to correlate to improve model fit. 
Overall, the hypothesized model shows acceptable fit 

to the data (χ2= 1564.97 df = 923, RMSEA = 0.054, 

NNFI = .970, IFI= .972, CFI = .972). However, based 

on the modification indices, inclusion of three 

additional paths between constructs an alternative 

model was formed (χ2= 1493.293, df = 920, RMSEA 

= .048, NNFI = .973, IFI=.975, CFI = .975). The 

alternative model (See Figure 2) showed significant 

improvement (Δ χ2= 71.68, Δ=3, p<.001). Based on 

the alternative model, all three hypotheses were 

confirmed. Our results show that IOSC positively 
influence both CCE adaptability (β = .34, t = 3.42), 

and perceptions of justice (β = .85, t = 9.62) (H1a and 

H1b supported). As predicted, CCE adaptability (β = 

.23, t = 2.63) and perceptions of justice (β = .47, t = 

5.48) positively influence CCE motivation (H2a and 

H2b supported). Finally, the results indicate that CCE 

motivation positively influences customer orientation 

(β = .22, t = 2.55) and CCE (β = .30, t = 3.33) attitude 

towards the brand (H3a and H3b supported). 
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Alternative model also provided support for three 

additional paths between constructs. There was a 
significant relationship between OISC and customer 

orientation (β = .35, t = 3.73). Additionally, 

adaptability directly influenced customer orientation 

(β = .46, t = 4.25) and customer orientation had a 

positive effect on CCE attitudes towards the brand (β 

= .46, t = 3.99)  

 

 
Figure 2: A proposed model for Investments in Organizational 

Social Capital improving CCE attitudes and behaviors 

 

DISCUSSION AND CONCLUSION 

 

Social capital within organizations is an important 

resource yet relatively ignored by researchers. It is a 
strong tool for competitiveness and organizational 

performance. In addition, organizational structures 

may strengthen or weaken the effects of social 

capital, by furnishing greater or fewer opportunities 

for its growth. As described by Leana and Rousseau 

(2000), organizational social capital can lead to 

beneficial outcomes in four primary ways; by 

justifying individual commitment to the collective 

good, by facilitating a more flexible work 

organization, by serving as a mechanism for 

managing collective action, and by facilitating the 

development of intellectual capital in the firm. 
Confirming Leana and Rousseau (2000), total effects 

reveal that IOSC have a significant effect on CCE 

attitude towards the brand (β = .42, t = 5.47) 

indicating individual commitment to the collective 

good produced by the firm. As IOSC positively 

influence CCE adaptability and perceptions of justice, 

it facilitates creating a better work environment. 

Moreover, IOSC positively influences CCE 

motivation to work (β = .47, t = 6.08) serving as a 

mechanism for managing collective action. Finally by 

improving CCE customer orientation (β = .61, t = 

5.07), which has a pivotal role in the success of a 
service organization, IOSC helps building intellectual 

capital in the firm.   

 

This study presents contribution to both the literature 

and the practice in several ways. First and foremost, 

this study shows the importance of IOSC in building 

CCE motivation, customer orientation and 

identification with the brand. Answering the call for 

research by Van Dam (2013, p: 138), this study 

shows mechanisms how adaptability in the work 

environment could be developed. Moreover, results 
reveal that the effects of IOSC on CCE motivation 

are moderated by CCE adaptability and perceptions 

of justice. That shows when IOSC are high but there 

are other factors that influence CCEs perceptions of 

justice negatively, companies will not be able to reap 

the benefits of those investments.  

Future research should be carried out to study the 

effects of IOSC on dyadic pairs of supervisor and 

CCEs

 

 
Table 2: Standardized Structural Results 
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