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ABSTRACT

The study assessed the role of organizational climate and leadership sivles in
predicting organizational citizenship behaviour of both private and public -
sectors employees. A total of 203 employees made up of 128 (63. 1% public
sector employees and 73 (36.9%) private sector employees were sumpled in a
cross-sectional survey. Male participants were 129 (63.5%) with 74 (36.5%)
females. A structured questionnaire made up of three validated scales was
used in data collection. Multiple regression analysis and [-test of independent
means were used.in analyzing the data. Resulis' showed that organizational
climate significantly predicted organizalional E':‘!fzemhr}v behaviour, while
leadership stylesdid not. Also age of !he emp!oyee had a significant influence
on ()CB Th:s nnphes fhat'human resources manage:nem shou!d look bu -und

behav:our
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INTRODUCTION

The effective functioning of any organization depends largely on the etforts of
the employee that move beyond the required formal obligations (Barnard, 1938
Katz & Kahn, 1966: Organ, 1988). This extra effort is what Organ (1988)
termed organizational citizenship behaviour. Organizational citizenship
behaviours are behaviours that are not required from an employee but which
the employee exhibits to assist in achieving efficiency, effectiveness and putting
the organization in a best position to compete with others (Organ, 1988).
Behaviours that characterize OCB include putting on extra effort-to achieve
success in particular tasks, staying beyond the normal working hours to
complete a job, bringing up good suggestions for the progress of the
organization, assisting others in their job, attending t0 customers in a more
friendly manner, representing the organization positively to outsiders. trying to
conserve resources, sharing ideas, having cooperation with others, taking up
extra assignment without complaint (George & Brief, 1992; Tumipseed and

Rassuli, 2005).

Murphy, Athanasou, & King (2002) maintained that OCB is a behaviour
manifested by an employee by using his discretion which may not necessarily
be recognized or attract any reward from the organization but in the long-rumn
promotes effectiveness and success of the organization. OCBs are valued by
managers because it assists them in reducing the time spend on issues so that
they can focus their attention on other issues that will promote their performance
(Turnipseed & Rassuli; 2005). Xiu-Ru, Yu-li & Shu-Xian (2004) has pointed
out that employees may not be motivated to put in extra effort if the
organizational environment is not supportive.

This suggests that for OCB to really manifest in employees, the environment
or the climate of the organization has its own role to play. That is, the
environmentmust be supportive and promote such behaviour. The study aims
at examining the roles of leadership styles and organizational climate in
enhancing organizational citizenship behaviour. Although, sonie studies have
related OCB with total quality management and performance (Buentello, Jung
& Sun, 2010), OCB and leadership styles (Eliyana, 2010), OCB, efficiency
and customers perceptions in Taiwanese banks (Yen & Niehoff, 2010, Rouch
& Behling in Yulk (1989), organizational climate, organizational support and
service-oriented organizational citizenship behaviour (Shu-Jen Lin & Shu-Cheng
Lin, 2011) to mention a few. None of this has been able to relate organizational
climate and leadership styles with OCB and all have so far concentrated in the

Western world or outside Nigeria.
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Organizational citmate_ is the-pcrc_cption of émployees about the policies,

procedures and practices of the organization (Schneider, 1990). This suggests

that a subjective analysis of the whole'process is being formed by the employees

based on their experiénces and interaction with the workplace. This subjective
opinion is referred to as organizational climate (Schneider & Bowen, 1995).
Organizational climate can also be conceived as values based on the perception
of the employees (Schneider, 1990). This concept does not only aflect
employees but customers also. People coming to the organization for one
thing or, the other will also have their own perception of the organization,
through their interactions with the employees in such organization. This
perception can further influence their decisions and satisfaction level with
reference to their patronage of such organizations (Schngider, 1980, 1990;
Bitner, Booms, & Tetreault, 1990; Parasuraman, 1987; Kao, 2008).

Schneider, Ehrhart, Mayer, Saltz, & Niles-Jolly (2005) further maintained that
when the managers and the employees have a joint effort in establishing and
promoting organizational climate, this will definitely have positive impact on
both the employees and in achieving  organizational goals and objectives.
Therefore, it is the duty of each organization to form a type of organization
climate that will best suite their organization in promoting their services
(Schneider & Bowen, 1992) and to-achieve this, the leadership role is
significantly important and cannot be underestimated. This means that the
leadership style adopted by the manager may contribute in enhancing
organizational citizenship behaviour on the part of the employees.

Leadership is a way of influencing, inspiring, motivating and directing others
toward actualizing the goal of the organization (Yulk, 1989). Stoner, Freeman
& Gilbert (1996) have also defined leadership as a means by which work-
related activities of the members of the group are being influenced. Leadership
according to Yulk (1989) is a method of influencing group activities organized
and directed toward achieving organizational goal. So leadership style is the
particular method of influence that leaders adopt at a particular time in a
particular situatlon whlch cou!d be transfomauonal or transactional as the
situation \wrrants

Trans'f@rmauonal leadershlp style isa Icadershlp method that adopts actions
that mre inecessary to’ mouumc employecs ‘or subordinates in order to will ingly
waork far'better growthmd .nchlevemenlof the ‘organizational objectives (Bass.
1985). This can bea_dumd by.(a)m aking them realize the importance and
performance ofthe:fr . zatm (b): sensitization on the needs for
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personal growth and (c¢) motivating them to put in their best for the good of
the organization (Bass, 1985). Transformational leaders could also be termed
visionary leaders, and leaders exhibiting this style move beyond the level of
rewards and exchange to motivate and inspire their subordinates (Bass, 1997).
When managers manifest this type of leadership style. it may motivate
employees to move beyond the formal expectations of the organization by
adopting other behaviours that can really assist and promote the organization.
Eliyana (2010) noted that transformational leaders usually have close supervisory
relationships with their supervisee which may be central to building a good
organizational climate as well as enhancing organizational citizenship behaviour.

On the other hand, transactional leadership is a type of leadership that adopts
reward and exchange method in influencing the subordinate, that is, the
followers are given certain rewards when they are able to meet specific goals
of the organization (Avolio, Bass & Jung, 1999). Transactional leaders influence
basically through rewards and positive reinforcement and so they tend to be
more practical because they are working toward meeting specific goals or
target of the organization. Therefore, they are always timely at rewarding and
reinforcing their followers when the need arises. Jung (2001) opined that
followers of transactional leaders may not be bordered by or have good
innovative thinking because there is an already predetermined way of
accomplishing their goal. This leadership style may fit many settings because
of its openness but may discourage followers from engaging in innovative
thinking to bring out new ideas for better performance. Unlike transactional
leaders, transformational leaders encourage innovative thinking in their
subordinates by motivating them to move beyond the requirements of the
organization. Through this, better organizational citizenship behaviour is likely
to ensue under transformational leaders than transactional leaders. According
to Avolio, Bass & Jung, (2003) acceptance of innovation is mainly through
enthusiasm, trust and openness under transformational leaders, while it is
done-through reward and reinforcement under transactional leaders.

Research has also indicated that age of employees may enhance pérfm‘mance
of organizational citizenship behaviour. For instance, Kuehn and Al-Busaidi
(2002) found in a study that age proved to be a resilient predictor of OCB,
with younger Omanis reporting lower satisfaction and OCB than older workers.
In a related study, Wagner and Al-Busaidi (2000) found in a sample of 96 U.S.
nurses age was a unique predictor of altruistic OCB among the participants.
But considering the observation that these studies were conducted in the western
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world, there is !he need o know whether the same findings will hold in Nigeria
in the |1Dh: ofsome cultura and env1ronmemal differences with the wesl.

H_Ypotheses '

I.  Organizational cl.imate, transformational and transactional leadership styles
will independently an'djoimly predict OCB

2. Olderemployees will éx]l]bll significantly higher organizational citizenship
behaviour than younger employees.

Method .

Design '

The study is a cross sectional survey which adopted ex-post facto research
design; the variables of interest were not actively manipulated by the researcher,
rather, they pre-existed in the participants. Organizational Citizenship Behavior
(OCB) is the dependent variable while organizational ¢limate and leadership
styles are the independent variables.

Sample ;
A total of 203 employees cu’mng across both public and private sectors were
sampled in this study using accidental sampling technique. The sample was
made up of 128 (63.1%) public sector employees and 75 (36.9%) private
sector employees. Forty (19.7%) of the participants had ordinary level
certificate, 80 (39.4%) were NCE/OND/HND graduates while the remaining
83 (40.9%) were holders|of Bachelors and post graduate degrees. Male
participants were 129 (63-5|%) with 74 (36.5) females.

Measures i

A structured questionnaire dlwded into four sections was used indata collection
in the study. Section A tapped the socio-demographic information of the
participants, while Section B is the organizational climate scale, this is a 15-
item Likert format scale authored by ETC Survey Institute in 2002 modified
for this.study. The ‘scale yiie:]ded-a_t'reli_ability alpha of .71. Section C is the
organizational citizenship| behavior scale, a 13-item Likert format scale
devefoped by Podskoff, Mackenzie, Moorma, and Fetter (1990). The authors
reported coefficient. Alpha ef 78 while-a revalidation for the purpose of this
study yielded coefficient Alpha of .64. Section D is the Multifactor Leadership
Questionnaire (MLQ)'develqped by Bass( | 985) with reported Alpha Coefficient
of .83. The transform _Hon‘}' leadénshlp subscale has reliability coefficient of
93 while the transactional subscaie yielded coefficient of .79.

)
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Procedure :

Prior to the administration of the questionnaires to participants. the researcher
sought and obtained permission from the management of the ojrganizations
sampled after which the cross sectional survey was embarked upon. Two
hundred and fifty questionnaires were administered but only two hundred and
three were jusable for the analysis eventually. Owing to the fact that the
permission sought from management of the sampled organizations did not
make it mandatory for respective employees to participate, the accidental
sampling technique was employed in selecting the participants. Only-those
who consented were sampled. with assurance of absolute confidentiality,
anonymity of their identities and responses while they were informed that they
reserved the right to withdraw from the exercise at any point they felt like
doing so. In addition, the respondents were told that there were no right or
wrong answers, and as such should try to be as honest as possible in their
responses. The administration and collection took three weeks.

Statistical Analysis _

Multiple re:gression analysis was used to assess the predictive ability of
organizational climate, transformational leadership style and transactional
leadership style both independently. and jointly on OCB. The t-test for
independent means was also used to find out the effect of age on OCB.

Result

Tuble 1.0. Muliiple regression_analysis showing the independent and joint
influence of organizational climate, transformational leadership style and
transactional leadorship style on OCB.

Varable | | B t P R R |F [P
Org Olimate .16 | 197 | <05 |

Tansfordtional | -03 | -.26 | >.05 | -21 04 1301 | <05
Transadtional 13 146 | >05 :

ResdltiinfFdble 1.0 shows that organizational climate significantly indgpendently

predicted (@CB (B=.16; t=1.97; p<i05). Transformational and transactional
lleadlership styles did not significantly jpredict OCB, this is an iindication that
leadership style does not influence performance of OCB iin @mployees.
‘Meanwhile, organizational climate, transactional and transformationdl leadership
styles have significant jointinfluence on OCB (R=.21; R*=/04:IF=3101 ; p<.05).
The percentage contribution of the three variables is 21%, meaning/that variance
of other variables not considered in this study account for 79%.
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Table 2. § umma:y'of es,

OCB.
Age | N."
You-ng ; .133,-‘ ] W S BT
;{Old 70 sl ’:
I=

Table 2 indicated a significant difference in age and OCB (t=3.35, df=201.
p<.05). The means shows that older employees exhibit higher organizational

citizenship behavior.

Discussion and Conclufsion

This study examines thlé influence of organizational climate and leadership
styles on organizational citizenship behaviour between private and public
employees. The first hypothesis which states that organizational climate and
leadership styles will independently and jointly predict organizational citizenship
behaviour was partly confirmed with the result.in table 1.0, showing
organizational climate to have a significant influence on OCB, while,
transformational and transactional leadership styles did not significantly predict
OCB, but there was a joint significant influence of organizational climate.
transformational and transactional leadership styles on OCB. The positive
influence of organizational climate on OCB supports the argumens of Eisenberg,
Hurtington, Hutchison and Sowa (1986) and Organ (1988) that when employses
perceive that their inputs are considered by the organization, they will be zedlous
to contribute more for the achievement of organizational growth. The result
also supported Xiu-Ru, ¥u-li & Shu-Xian (2004) which pointed out that
employees may not be motivated to put iin extra effort if the organizational
environment is not suppamw:, that iis, the type organizatiomal Slimate that
exists in any orgamzan?n determines whether the employees will engage in

QOCB or not.

Moreover, Schneidcr, -E_hrhan.- .’Mayer, Saltz, & Niles-lolly(2005) opined that
when the managers andlI the employees have a joint effort iinestablishing and
promoting organlzat:onalollnwm thtswmﬂ definitely ihave positive impact on

‘the customers orfthe people patmm 7 __ﬁuch ergamza!ren TI his means lhal
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having o vood organizational climate, but at the same time the impact of the
leadership style adopted may not be ruled out totally and much more since the
assessment was from the perspectives of the employees. This contradicts the
argument of Xiu-Ru, Yu-li & Shu-Xian (2004), meaning that whethér there is
good leadership style or not, OCB can still be exhibited by employees. It also
suggests that leadership style adopted is not part of the factors that contributes
to organizational climate as earlier argued, but the three variables predicted
OCB. Howeve%g: the result going by the joint percentage contribution indicate
that there could be other factors not considered in the present study that may
contribute to OCB other than organizational climate and leadership styles. This
observation is informed by the fact that the joint percentage contribution was

21% leaving a)variance of 79% unexplained.

The second hy-bothesis which predicted that age would significantly influence
OCB was confirmed. This implies that employees thatare old have more OCB
than the youn ) employees. The finding is a confirmation of earlier research
reports by Wagner and Rush (2000) and Kuehsi-and Al-Busaidi in separate
studies reporting that age is a-significant predictor of OCB. This could mean
that old emp!&yees are more satisfied with their job than the young ones. It
could also mean that the older employees have gone through life and have
gathered a lot ?f experience that helped them to possess a better OCB than the
younger employees. And lastly, itmay be that the older ones believed that they
do not need toj be searching for greener pasture again, whatever they can get
from their present place of work is enough for them. This may not be so with
the younger ones who are always looking for better opportunities. . Wagner
and Rush (2000), pointed out that age might lead to important changes in the
motivational bases or antecedents associated with OCB. Thus, there is likelihood
that a poteniia"relationship would exist between employees OCB and age.

Also, Li and Wan(2007), in their investigations of how age influences individual’s
perception of OCB as in-role behaviour or as extra-role behaviour in a Chinese
context. It was revealed that OCB was associated with age and the older

employees perceived OCB as in-role behaviour more than the younger
employees. Nig and Feldman (2008) conducted a meta-analysis on the
relationship between age and the dimensions of job performance including
OCB and found that OCB was significantly and positively related to age.
Moreover, Doering, Rhodes, & Schuster, (1983) also pointed out that older.
employees achievement needs seem to be lower and higher needs for affiliation
than do younger employees. This suggests that, increase in age could make
emplovees to neglect competing behaviour for cooperating or helping behaviour.
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Conclusion
The study cxamm? he'ir
styles on organi ,ion_a iti
employces It has hi); [ -tha “'the lmpact“‘of orgamz.allonal climate is more
pronounced than thatofl adei-s_ p"stylcadopled This suggests that leadership
plays a very minute role as far as management of human resources is
concerned. So, attention'must be paid to all other factors that could enhance
good organizational chmfite and improved management of human resources in

order to enhance OCB and improve performance.

g amzatlonal Ciimate and icadf.r‘:hip
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