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Abstract

Purpose – The objective of this study is to analyze the mediating effect 
of satisfaction on the relationship between organizational culture and 
commitment at work.

Design/methodology/approach – This paper adopts a quantitative and 
descriptive approach, applying an online questionnaire to employees of 
a public development bank operating in the Northeast of Brazil. The 
analysis method involved the use of structural equations modeling.

Findings – The main results indicate that job satisfaction plays an 
important role in employee commitment, mediating the positive 
influence of organizational culture on commitment to work in its 
affective, instrumental, and normative dimensions in adhocratic 
cultures, and on affective commitment in clan cultures. They also 
indicate that satisfaction is a direct predictor of organizational 
commitment in the same way it mediates the relationship between 
culture and commitment.

Originality/value – This paper contributes to increasing the theoretical 
knowledge about the relationships established between culture, 
satisfaction, and commitment. For the area of people management, this 
knowledge can favor organizational performance, allowing managers 
to act more accurately in each of these constructs.

Keywords – commitment, satisfaction, organizational culture, 
mediation
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1 Introduction

Research has sought to understand the 
effects of culture on satisfaction and commitment, 
albeit almost always separately. However, there 
are already some papers that seek, in the same 
study, to relate these concepts (Alvi et al., 2014; 
Bigliardi, Dormio, Galati, & Schiuma, 2012; 
Habib et al., 2014; Medeiros & Albuquerque, 
2005; Santos & Sustelo, 2009; Zhang & Zheng, 
2009). Organizational culture guides the behavior 
of the members of an organization. Therefore, 
it can play an important role in employee 
satisfaction and commitment. Taking the cultural 
model proposed by Quinn and Cameron (2006), 
some of its types, such as the clan culture and 
adhocratic culture, due to their characteristics 
of being aimed at the appreciation of personal 
relations and the autonomy of individuals, would 
enhance satisfaction and commitment, since these 
concepts are associated with the affective aspects 
of the individual in relation to the organization 
(Andrade et al., 2017; Bastos, 1993; Budihardjo, 
2013; Locke, 1976; Monday et al., 1979; Siqueira, 
2008).

Satisfaction can also provide significant 
increases in organizational commitment since 
both highlight the individual’s affective ties with 
the organization. In this sense, it is expected 
that an organizational context in which levels of 
satisfaction are increased will result in an increase 
in the level of commitment of individuals (Leite, 
Rodrigues, & Albuquerque, 2014; Maciel & 
Camargo, 2011; Tett & Meyer, 1993).

Despite these studies, it is still necessary 
to understand the broader relationships between 
these concepts, which is consistent with Leite 
et al. (2014), considering that there are gaps 
to be filled by the surveys to understand 
the relationship between commitment and 
satisfaction, especially taking into account other 
factors of the organizational context. It is in this 
space that this study is situated, using a contextual 
element, organizational culture, as a predictor 
of organizational commitment mediated by 
satisfaction.

 Cultures that are more focused on the 
affective aspects and valuing the individual 
(Cameron & Quinn, 2006) would tend to increase 
satisfaction and commitment. As satisfaction 
would also tend to increase commitment, it 
is expected that in the relationship between 
organizational culture and commitment, increases 
in satisfaction levels would also tend to increase 
the positive effect of the relationship between 
organizational culture and organizational 
commitment. Hence, the objective of this study 
is to analyze the mediating effect of satisfaction 
on the relationship between organizational culture 
and commitment at work.

The locus of this study is a public bank 
that operates in the Northeast region of Brazil. 
The banking segment has been seen as an 
environment that is conducive to problems such as 
moral harassment and illness due to management 
systems, work overload, pressures for results, and 
the constant technological advances that lead to 
increased unemployment in the segment. These 
phenomena can affect the levels of satisfaction 
and commitment of their workers (Andrade et 
al., 2013; Lima et al., 2014).

This paper contributes to increasing the 
theoretical knowledge about the relationships 
established between culture, satisfaction, and 
commitment. For the area of people management, 
this knowledge can favor organizational 
performance by allowing managers to act 
more precisely in each of these constructs. In 
order to achieve the objective of the study, this 
article is structured as follows. It begins with 
this introduction, followed by the theoretical 
reference, which discusses the concepts of culture, 
commitment, and satisfaction at work. Next, 
it presents the methodology of the research, 
followed by the analysis of the data and the results. 
Finally, the conclusions are presented.

2.1 Organizational culture

Alvesson (2007, p. 5) views culture as “a 
more or less cohesive system of meanings and 
symbols in terms of which social interactions 
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take place.” This perception of culture as an 
element that shapes the relationships between 
the members of a community can be perceived 
in the definition given by Geertz (1989, p.4), 
which defines it as “a web of meanings woven by 
men.” In this sense, culture is a set of normative 
social expectations that inform how the members 
of an organization should behave (Hartnell et 
al., 2011). This makes it an important element 
of the organizational context, since it guides the 
behavior appropriate to each context.

Although there is a significant amount 
of definitions of culture and approaches to it, 
this research used the approach of Cameron 
and Quinn (2006, p.17), for whom “the culture 
of an organization is reflected in the dominant 
leadership styles, in language and symbols, in 
procedures and routines, and in the definitions 
of success that make a single organization. “ In 
order to measure the organizational culture of an 
organization, these authors use the Organizational 
Culture Assessment Tool (OCAI) derived from the 
Competing Values   Framework (CVF) proposed 
by Quinn and Rohrbaugh (1983).

In the CVF, three dimensions are used 
as criteria for organizational effectiveness: the 
structure dimension, which represents the 
opposition between flexibility and stability; the 
focus dimension, which represents the internal 
or external orientation; and the values dimension,   
which is represented by the concern with the 
means or ends in the organization (Cameron & 
Quinn, 2006; Hartnell et al., 2011; Quinn & 
Rohrbaugh, 1983). These three dimensions are 
arranged in four quadrants that form the cultural 
types Hierarchy, Market, Clan, and Adhocracy 
(Cameron & Quinn, 2006).

The hierarchical culture has an internal 
orientation. It values   stability, control, and 
integration.  According to Quinn and Rohrbaugh 
(1983), the means used are mechanisms of 
information management and communication 
to achieve stability and control. For Hartnell 
et al. (2011), the underlying belief is that 
employees fulfill their expectations through 

the clear definition of their roles. Efficiency 
is achieved through predictability, guaranteed 
by clear and standardized rules (Cameron & 
Quinn, 2006). Thus, efficient communication 
and standardization ensure organizational success 
(Denison & Spreitzer, 1991; Strese et al., 2016).

The market culture can be considered a 
model of rational goals (Quinn & Rohrbaugh, 
1983). It focuses on the external environment and 
control. To achieve productivity and efficiency 
goals, it prioritizes goal planning. Competitiveness 
and the surpassing of goals are valued (Alvi et al., 
2014; Braga et al., 2014; Cameron & Quinn, 
2006; Fernandes et al., 2015). The belief is that 
valuing organizational performance results in an 
increase in competitiveness, leading to greater 
productivity (Cameron & Quinn, 2006; Hartnell 
et al., 2011). According to Hartnell et al. (2011), 
in this culture, well-defined goals and appropriate 
reward systems motivate employees.

The clan culture is associated with the 
human relations model (Quinn & Rohrbaugh, 
1983). This is because it values   integration and 
team spirit as a means to achieve the development 
of human resources (Quinn & Rohrbaugh, 1983). 
Hartnell et al (2011) add that communication, 
participation, and cohesion are also means to 
increase employee commitment. This involves 
shared values   and goals, a sense of belonging, 
teamwork, and corporate commitment by the 
employees (Alvi et al., 2014; Braga et al., 2014; 
Cameron & Quinn, 2006; Fernandes et al., 
2015). For Hartnell et al (2011), the belief is 
that commitment from an employee results 
in the development of affection towards the 
company. Commitment and satisfaction shown 
by employees are criteria for the success of the 
organization (Hartnell et al., 2011; Strese et al., 
2016).

In the adhocratic culture, according to 
Quinn and Rohrbaugh (1983), the model is 
one of open systems. It focuses on flexibility 
and adaptability to the external environment as 
a means to achieve growth and obtain resources 
from companies. Entrepreneurship, creativity, 
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and an emphasis on individuality also stand out 
in this culture (Alvi et al., 2014; Braga et al., 
2014; Cameron & Quinn, 2006; Fernandes et 
al., 2015). For Hartnell et al. (2011), the belief in 
this culture is that resources and new businesses 
stem from processes of change. Since innovation 
is the criterion for success in this culture, creativity 
and risk taking are important means to achieve it 
(Hartnell et al., 2011; Strese et al., 2016).

2.2 Satisfaction with Work

Tamayo (2001) states that satisfaction 
includes a multi-factorial feature that is reflected in 
many elements of the organizational environment, 
such as compensation, organizational climate, 
relationships with colleagues and superiors, and 
career expectations, among other elements. This 
same perception can be seen in the paper by 
Spector (1985) when he describes the instrument 
for evaluating job satisfaction and divides its scale 
into nine facets (dimensions) that can influence 
this. In Warr’s view (2007), there are at least 
12 groups of characteristics that are positively 
associated with job satisfaction. This conclusion 
is reinforced by Hauff et al. (2015), quoting 
the work by Warr (2007), who reviewed the 
publications on the antecedents of satisfaction 
and concluded that, in fact, it is a construct that is 
influenced by diverse factors, which may hamper 
a full understanding of it.

Because of the diversity of the antecedents 
of satisfaction, its definition also involves 
difficulties of uniqueness. In Locke’s view (1976), 
it can be considered as an individual evaluating 
their experiences at work as being pleasant or 
positive, where the elements of the organizational 
environment and the work itself are important 
conditioning factors. Similar to this perspective, 
Sánchez-Sellero et al. (2014) believe that the 
individual develops expectations about their 
work and, in doing so, compares the actual work 
with those expectations. The closer the work is 
to the expectation, the more the individual will 
feel satisfied.

In addition to the expectation of the 
individual, satisfaction also has an affective or 

emotional component (Andrade et al., 2017; 
Locke, 1976; Martins & Santos, 2006; Siqueira, 
2008). In this aspect, satisfaction would indicate 
the level of happiness that the individual feels 
in relation to their work. This emotional state 
would ensure work behaviors that are desired 
by the organization, since it leads the individual 
to have higher levels of performance than those 
who are not satisfied in their work. It is from 
this perspective that satisfaction is considered as 
a construct of an affective nature and that it is 
able to signal behaviors at work (Bigliardi et al., 
2012; Hauff et al., 2015; Rodrigues, Barriquello, 
& Morin, 2016; Sánchez-Sellero et al., 2014; 
Siqueira, 2008).

To capture the satisfaction of the individual 
in the workplace, Spector (1985, p. 695) defined it 
as the “representation of a grouping of evaluative 
feelings about work, an attitude variable that 
reflects how a person feels about work in general 
and in its various aspects”. From this definition, 
he created the Job Satisfaction Survey (JSS), a 36-
item scale divided into nine dimensions with four 
items per dimension (Spector, 1985).

Using the Job Satisfaction Survey, one can 
assess the individual’s overall satisfaction with the 
work or their satisfaction from the dimensions 
proposed by Spector (1985). Here, it would be 
possible to identify both general satisfaction and 
in which  dimensions the individual is more 
satisfied with the work (Oliveira & Costa, 2016; 
Tett & Meyer, 1993), allowing the organization to 
act in order to provide higher levels of satisfaction 
in those dimensions where the individual showed 
less satisfaction with the job.

Based on the work by Spector (2006), 
Roman et al. (2012) divided the nine dimensions 
of satisfaction into three groups: a) Rewards: 
salary, promotion opportunities, and benefits; 
b) Relationship: supervision, co-workers, and 
working conditions; c) Nature of work: nature 
of work, communication, and safety. From 
this classification by Roman et al. (2012), one 
dimension of each group was chosen for this 
research. From the Rewards group, promotion 
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opportunities was chosen, which means the 
individual’s level of contentment with the 
possibilities offered by the company to progress 
in their career, involving both the position and 
the time that elapses between promotions and 
their criteria. From the Relationship group, the 
supervision dimension was chosen. It represents 
the degree of contentment of the individual with 
their superior both with regard to the treatment 
given and their ability to perform the work. 
Finally, from the Nature of work group, the nature 
of the work was selected, which refers to the 
interest of the individual in the task they perform 
in the organization (Spector, 2006).

These facets were chosen for the following 
reasons. Promotion opportunities involve other 
elements besides wages and benefits, as they 
include the employee’s future expectations. The 
relationship with supervision is an important 
element in how day-to-day work is performed and 
it can directly interfere both in the relationship 
with colleagues as well as in the work conditions. 
Studies have shown high rates of moral harassment 
by managers in the banking sector (Lima et al., 
2014). In turn, many of the activities in the 
banking sector tend to be standardized, which 
limits the worker’s chances of autonomy. In this 
sense, the perception regarding this criterion of 
satisfaction is more relevant than the other items. 
The sector itself has presented high levels of illness 
due to the characteristics of the work (Lima et 
al., 2014).

2.3 Organizational Commitment

According to Mowday, Steers, and Porter 
(1979), the central interest of the research 
on commitment lies in the possibility of 
understanding which organizational outcomes 
result from the level of commitment that each 
individual has. There is a relationship between 
the level of commitment of an individual and 
their performance at work. This is because 
commitment is a link that binds the individual to 
the organization, leading them to make sacrifices 
on behalf of it. Committed individuals tend to 

want to stay in an organization longer than those 
who are not committed to it (Oliveira & Costa, 
2016; Rocha & Honório, 2015).

It is in this sense that Becker (1960, 
p.33) considers that commitment causes the 
worker to follow “lines that are consistent with 
the organization.” The conception of lines that 
are consistent with the organization is reinforced 
in what Bandeira, Marques, and Veiga (2000) 
affirm when they say that commitment makes 
the individual dedicate his/her loyalty and energy 
to the organization. Therefore, for Rodrigues, 
Barrichello, and Morin (2016), commitment 
portrays how strong the link between the 
individual and the company is. In addition, even 
though they recognize that other elements may 
affect an individual’s behavior at work, Mowday 
et al. (1979, p.228) consider that the committed 
individual will present at least three attitudes: “(1) 
a strong belief in and acceptance of organizational 
goals and values; (2) the willingness to exert 
considerable effort on behalf of the organization; 
and (3) a strong desire to maintain participation 
in the organization.”

The literature has presented three 
dimensions of commitment based on the three-
dimensional model developed by Meyer and Allen 
(1991). In this model, commitment is thought 
to be divided into affective, instrumental, and 
normative. The affective dimension highlights the 
identification of the individual with the values   and 
objectives of the organization, as well as his/her 
loyalty and desire to remain in the organization, 
and for this reason he/she strives for the good 
of the organization (Bastos, 1993; Monday et 
al., 1979; Pires et al., 2015). For Siqueira and 
Junior (2004), this type of commitment stands 
out from the others in terms of the individual’s 
desire to remain in the organization because 
he/she develops an affective connection with 
it. This understanding is shared by Budihardjo 
(2013), who considers affective commitment 
as the one most associated with satisfaction and 
performance, since the individual remains in 
the organization because he/she wants and not 
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because he/she needs or is obliged to do so (Allen 
& Meyer, 1990).

In the instrumental approach, the 
individual remains in the organization more 
because of the rewards received and he/she 
considers the costs or losses that would incur 
in a decision to leave the organization (Allen & 
Meyer, 1990; Bastos, 1993; Silva & Bastos, 2010). 
Thus, there is a rational process of analysis in 
which the worker evaluates the benefits obtained 
in the organization and the costs associated with 
the loss, which would determine whether or not 
he/she remained in the organization. Thus, in 
this type of commitment, the individual remains 
in the organization because he/she needs to or 
because he/she would not obtain similar benefits 
in another one (Bastos, 1993).

The normative approach considers that 
committed individuals remain in an organization 
because they believe that it is morally correct 
(Medeiros et al., 2003; Weiner, 1982). According 
to Bastos (1993, p. 58), this commitment occurs 
due to the “set of normative pressures internalized 
by the individual so that he/she behaves according 
to the objectives of the organization”. Hence, 
since the organizational culture reflects the set 
of values   and patterns that determine what is 
right to do in the organization (Hartnell et al., 
2011), this tends to influence the development of 
normative commitment (Medeiros et al., 2003; 
Rocha et al. Honório, 2015). Moreover, the 
individual considers him/herself to be a debtor 
of the organization and therefore accepts personal 
sacrifices in favor of it and must maintain an 
attitude of gratitude (Bastos, 1994; Siqueira & 
Junior, 2004).

2.4 Conceptual articulation

Studies have shown that the organizational 
culture can influence organizational satisfaction 
and commitment. Cultures focused on aspects 
such as valuing the individual, including their 
well-being, autonomy, and flexibility, can favor 
increases in satisfaction and commitment. 
This would be due to the fact that satisfaction 

and commitment, especially the affective and 
normative types, have affective aspects that are 
similar to those that characterize, for example, 
clan and adhocratic cultures (Andrade et al., 
2013; Bigliard et al., 2012; Cameron & Quinn, 
2006; Locke, 1976). However, , due to their 
characteristics, market-type and hierarchical 
cultures favor instrumental commitment, since 
in these cultures the individual has no affective 
ties with the organization (Gull & Azam, 2012; 
Hauff et al., 2015; Meyer & Allen, 1991).

On the other hand, satisfaction and 
commitment would also be related as they have 
similar characteristics, especially satisfaction and 
affective and normative commitment since there 
are affective elements between the individual 
and the organization. Thus, satisfied individuals 
improve their level of commitment (Budihardjo, 
2013; Falkenburg & Schyns, 2007; Oliveira & 
Costa, 2016; Tett & Meyer, 1993). However, for 
the mediation by satisfaction between culture and 
commitment, given the exploratory nature of this 
study and the rarity of previous research about this 
relationship, the choice was made not to adopt 
hypotheses to be tested in this investigation. 
Thus, based on the objective of the research, the 
relationships between culture and commitment 
mediated by satisfaction will be identified using 
the empirical data.

3 Methodology

This study adopts a quantitative and 
descriptive approach, applying an online 
questionnaire to employees of a public 
development bank operating in the Northeast 
of Brazil. The questionnaire was emailed to all 
employees and was available on the Google 
Docs platform. The questionnaires were applied 
between August and December of 2016 and 
also contained questions aimed at characterizing 
the sample: age group, gender, marital status, 
schooling, undergraduate course, hierarchical 
level, and time in the company. The average time 
taken to answer the questionnaire was 15 minutes.

The sample is made up of 405 employees, 
65% male and 43% aged between 31 and 40. 
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76% of the respondents have a full degree and 
52% have taken a specialization or post-graduate 
course. Among the graduates, the most common 
course is Business Administration (32%), followed 
by Accounting and Engineering (9% each), and 
then Economics (7%). Other courses accounted 
for 43% of the graduates. In relation to position 
held in the bank, 64% work in management 
positions and 34% work in technical functions. 
Among the respondents, 35% have worked in 
the bank for up to 5 years, followed by 26% who 
have been in the bank for between 5 and 10 years. 
40% of the respondents have worked in the bank 
for more than 10 years.

The model that was adopted considers 
culture as an element of the environment 
that is capable of influencing satisfaction and 
organizational commitment, and in which 

satisfaction is also capable of influencing 
commitment. It will be tested whether the 
mediation by satisfaction influences the 
relationship between culture and commitment 
at work. The concepts presented here are measured 
based on three scales: Culture, developed by 
Cameron and Quinn (2006); Satisfaction at work, 
developed by Spector (1985), both translated and 
validated in the Brazilian context with a reduction 
in their dimensions by Silva, Castro, and Santos 
(2018); and Commitment, developed by Meyer 
and Allen (1991) and validated in the Brazilian 
context by Medeiros and Enders (1998) and 
Bandeira, Marques, and Veiga (2000). 

Figure 1 represents the general model to be 
used in this research. Four models are generated 
from it to be analyzed together with the cultural 
types proposed by Cameron and Quinn (2006).

Figure 1. Analysis model

Note: The letters a, b, c, d, e, f, and g represent the estimates of the relations between the 
variables culture, satisfaction, and commitment.
Source: the authors.

For the analysis of the relationships that 
were presented, Structural Equation Modeling 
(SEM) was used, which is useful for studying 
latent variables in relationships involving more 
than one endogenous (or explained) variable. 
For the SEM, the first step uses Confirmatory 
Factor Analysis (CFA) of the constructs involved, 
followed by the specification of the relationships 
between the constructs – structural model– both 
evaluated by adjustment indexes that verify the 
quality of the modeling. The main indexes used 
are the χ2 statistics for the model adjustment, 

which have to present lower values   for the best 
models, the parameter χ2/GL, which preferably 
presents values   <5, in addition to the values   of CFI 
and TLI, which have to be greater than 0.9, and 
RMSEA and SRMR error rates, which should be 
less than 0.08 (Hair et al, 2009).

The SEM operates with a set of regressions 
with the estimators calculated simultaneously 
from the co-variance matrix of the variables 
involved. In this study, the estimators are 
presented in non-standardized form, since the 
three scales used present Likert responses from 
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1 to 5. In addition to the estimators, one can 
calculate the indirect effect of mediation from 
one variable to another. Mediation occurs when 
changing a mediating variable X2 changes the 
influence of the explanatory variable X1 on the 
explained variable Y1 (Hair et al, 2009). In the 
model presented in Figure 1, the effect of the 
mediation by satisfaction in the relationship 
between culture and commitment will be verified 
by the indirect effect  for affective commitment 
(CA),  for instrumental commitment (CI), and   
for normative commitment (CN). It is particularly 
interesting to verify the differences between the 
direct effect of the culture on commitment and 
the indirect effect of this relationship mediated 
by satisfaction (Vieira, 2009). In order to 
operationalize the research objective, four models 
were constructed based on the analysis model in 
Figure 1, considering each type of culture as an 
exogenous (explanatory) variable.

Thus, the models will be evaluated in terms 
of their indexes of adjustment to identify those 
that fulfill the parameters. Once the appropriate 
models have been identified, the relationships 
between the constructs studied are verified so as 
to identify the explanatory power of culture over 
satisfaction and culture and of satisfaction over 
the dimensions of commitment. In addition to 
these relationships, it will be verified whether 
the mediation by satisfaction has the power to 
modify the influence of culture on the dimensions 
of commitment at work. The data were analyzed 
using the statistical software R version 3.1.1 and 

the Lavaan package (latent variable analysis) 
version 0.5-20 (Rossel, 2012).

4 Results

In the preliminary analysis of the data, no 
multivariate normality of the data was verified. 
This problem was bypassed by the fact that the 
sample presented n greater than 300 and with the 
adoption of the maximum likelihood estimator, 
capable of providing robust estimators for the 
violation of normality in large samples (Marôco, 
2010; Olsson, Foss, Troye, & Howell, 2000). 
The presence of outliers was verified by the 
function, in which   is the Mahalanobis distance 
and g.l. is the degrees of freedom indicated by 
the number of variables involved (Hair et al, 
2009), and no outliers were found in the sample 
used. Multicollinearity was assessed using the 
VIF (variance inflation factor), and all the values   
were within the acceptance parameters (VIF<5). 
As an initial stage of the structural equations 
modeling, confirmatory factor analysis (CFA) of 
the culture dimensions (Figure 2) was performed 
separately (clan, adhocracy, hierarchy, and 
market) in the first order; this was followed by 
satisfaction with its dimensions (relationship, 
reward, and the nature of the work) in the 
second order, and commitment at work with 
the dimensions of affective, instrumental, and 
normative commitment in the first order (Figure 
3). The results are shown in Table 1.

Table 1 
CFA results for the culture, satisfaction, and commitment constructs.

Constructs χ2 GL χ2/GL CFI TLI RMSEA SRMR

Clan culture 16.54 2 8.27 0.96 0.88 0.134 0.038

Adhocracy culture 3.79 2 1.90 0.99 0.98 0.047 0.019

Hierarchical Culture 10.55 2 5.28 0.90 0.72 0.103 0.039

Market culture 5.59 2 2.80 0.98 0.94 0.067 0.029

Satisfaction 2nd order 150.67 51 2.95 0.93 0.91 0.069 0.050

Commitment 91.67 51 1.80 0.94 0.93 0.044 0.045

Source: the authors.
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The CFA results indicate that the latent 
factors generated from the items of the clan and 
hierarchical cultures do not present all indicators 
within the adequate parameters for the model. 
This result indicates that, in this context, the 
elements of these cultures present considerable 
variability between the respondents. On the other 

hand, the factors constructed from the items of 
the adhocracy and market cultures, as well as the 
satisfaction construct in the second order and 
commitment in the first order, present parameters 
within the expected values, indicating a better fit 
to the proposed model.

Figure 2. Confirmatory Factor Analysis for Culture

Note: COC = Clan Culture, COA = Adhocratic Culture, COH = Hierarchical Culture, COM = Market Culture

Figure 3. Confirmatory factor analysis for 1st Order Commitment and 2nd Order Satisfaction.

Note: CA (affective commitment), CI (instrumental commitment), CN (normative commitment). SAT (satisfaction as 
2nd order latent variable), SNT (nature of work), SRC (reward), SRL (relationship).

Following the CFA of the constructs, four 
competing models (1, 2, 3, and 4) are proposed, 
each model having one of the dimensions of the 
culture. For each concurrent model, an alternative 
model (1A, 2A, 3A, and 4A) was generated in 
which all the items were kept and included the 
calculations of the covariance estimators of the 

errors between the observed variables of the 
same latent construct that presented the power 
to reduce the value of the statistic χ2 by a value 
greater than 10. This statistical adjustment has the 
advantage of maintaining previously established 
relations and improving the modeling by 
maintaining the empirically measured items (Hair 
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et al., 2009; Maroco, 2010). Thus, in Models 1A 
and 2A, covariance estimators of errors between 
the items SRC1 and SRC2, SRC2 and SRC3, as 
well as SRC2 and SRC4, were included; likewise 
in Model 3A, between the items COH1 and 
COH3, SRC1 and SRC2, SRC2 and SRC4, in 
addition to CI2 and CI4; and also in Model 4A, 
between the items COM1 and COM2, COM2 

and COM3, COM2 and COM4,   SRC1 and 
SRC2, in addition to SRC2 and SRC4.  Among 
the estimated models, adequacy of the parameters 
occurred in Models 1A (clan culture) and 2A 
(adhocratic culture), both presenting borderline 
values   in CFI (0.90) and very close to the TLI 
adequacy zone (0.89).

Table 2 
Results of the SEM for the culture, satisfaction, and commitment constructs

Model χ2 GL χ2/GL CFI TLI RMSEA SRMR

Model 1 – Clan Culture 702.39 337 2.08 0.89 0.88 0.052 0.057

Model 1A – Clan Culture 656.03 335 1.96 0.90 0.89 0.049 0.056

Model 2 – Adhocracy Culture 689.54 337 2.04 0.89 0.87 0.051 0.057

Model 2A – Adhocracy Culture 643.88 335 1.92 0.90 0.89 0.048 0.056

Model 3 – Hierarchical Culture 723.64 337 2.15 0.87 0.86 0.053 0.059

Model 3A – Hierarchical Culture 665.74 333 2.00 0.89 0.87 0.050 0.057

Model 4 – Market Culture 836.37 337 2.48 0.84 0.82 0.060 0.065

Model 4A – Market Culture 738.57 332 2.22 0.87 0.85 0.055 0.060

Source: the authors

The other indexes for these models were 
adequate, such as RMSEA and SRMR. Models 
3A and 4A presented indicators outside the 
parameters that allow the estimators of the 
relationships between the latent variables to be 
analyzed. With regard to the estimators of the 

relationships between the constructs of culture, 
satisfaction, and the dimensions of commitment, 
Figure 4 presents the estimators for model 1A 
(clan culture) and Figure 5 presents the estimators 
for Model 2A (adhocratic culture).

 

Figure 4. Model 1A (COC - clan culture) with the estimators for the structural 
equations modeling.

Note: Significance of the estimators: (*) p-value <0.05, (**) p-value <0.01, (***) p-value <0.001, 
(ns) p-value> 0.05
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Model 1A, shown in Figure 4, presents 
the well explained satisfaction in the model (R2 
= 0.79) with the estimator for the clan culture 
having a positive relation (β = 1.92). Thus, an 
increase in the presence of the elements of clan 
culture is expected to raise job satisfaction. An 
increase in the presence of clan culture elements 
(β = 0.78) also leads to increased normative 
commitment (CN). For commitment, only the 
affective dimension (CA) presented a positive 

relationship with satisfaction (β = 1.14). Also in 
Model 1A, by analyzing the clan culture mediated 
by satisfaction (Table 3), a positive (β = 2.19) 
and significant influence on CA can be noted, 
indicating that in a situation of job satisfaction, 
an increase in elements of  clan culture leads to 
greater affective commitment, which does not 
occur when only culture is considered. This same 
mediation by satisfaction in culture does not 
generate significant estimators in IC nor in CN.

Table 3 
Estimators of the SEM for the mediation by satisfaction.

Explanatory
Variable

Model 1A – Clan Culture Model 2A – Adhocratic Culture

SAT CA (a × c) CI (a × c) CN (a × g) SAT CA (a × c) CI (a × c) CN (a × g)

CULT→SAT - 2.19** -0.02ns -0.04ns - 1.21*** 0.23** 0.18*

R2 0.79 0.73 0.16 0.36 0.44 0.71 0.12 0.40

Note: Legend: SAT: satisfaction, CA: affective commitment, IQ: instrumental commitment, CN: normative commitment. 
CULT → SAT: culture mediated by satisfaction. Significance of the estimators: (*) p-value <0.05, (**) p-value <0.01, (***) 
p-value <0.001, (ns) p-value> 0.05.
Source: Authors.

Figure 5. Model 2A (adhocratic culture) with the estimators for the 
structural equations modeling.

Note: Significance of the estimators: (*) p-value <0.05, (**) p-value <0.01, (***) p-value 
<0.001, (ns) p-value> 0.05

As for Model 2A, shown in Figure 5, 
it shows job satisfaction influenced by the 
adhocratic culture (β = 0.88), with 44% of its 
variability being explained by the model. Affective 
commitment (CA) had 71% of its variability 
explained in the model and was positively 
influenced by satisfaction (β = 1.37) and by 
the adhocratic culture mediated by satisfaction  

(β = 1.21), but not by culture in a direct way. 
That is, an increase in the elements of the 
adhocratic culture can raise CA if mediated by 
job satisfaction. An identical process occurs 
with instrumental commitment, explained by 
satisfaction (β = 0.26) and culture mediated by 
satisfaction (β = 0.23), but not directly by culture. 
Complementarily, normative commitment is 
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explained by 40% of all variables of the model 
and is positively influenced by satisfaction (β = 
0.20), culture (β = 0.62), and culture mediated 
by satisfaction (β = 0.18).

4.1 Discussion of the results

The init ia l  re lat ionship between 
satisfaction and commitment opens up a window 
for discussion insofar as earlier papers usually 
treat commitment as a latent variable without 
discussing each of its dimensions (affective, 
normative, and instrumental) or they only deal 
with affective commitment (Budihargjo, 2013; 
Leite et al., 2014; Tett & Meyer, 1993). These 
findings, regarding the adhocratic culture, are 
similar to the findings by Maciel and Camargo 
(2011), who found that satisfaction was a 
predictor of all types of commitment, or similar to 
what Leite, Rodrigues, and Albuquerque (2014) 
found, in studies in which satisfaction was a 
predictor of commitment.

As satisfaction involves affective and 
cognitive components (Bagliardi et al, 2012; 
Maciel & Camargo, 2011; Sánchez-Sellero et 
al., 2014; Spector, 1985), when the individual 
is satisfied there is an “emotional link with the 
organization”, which is best represented by 
affective commitment (Maciel & Camargo, 2011). 
In this case, both models that were presented (1A 
and 2A) demonstrated a significant and positive 
relationship between satisfaction and affective 
commitment. This relationship is strengthened 
when we observe the facets of satisfaction used 
in this study: promotions, relationships with 
supervision, and the nature of work. Individuals 
satisfied in the aspects that involve important 
dimensions of the organization can develop more 
intense ties with the organization that configure 
affective commitment.

In terms of satisfaction and culture, the 
results reinforce the findings of other studies, 
with the difference being that in the other 
studies (Andrade et al, 2013; Santos & Sustelo, 
2009) culture is treated as a general construct, 
while here the cultural types proposed by 

Cameron and Quinn (2006) were considered. 
This favored the understanding that not all the 
aspects of an organization’s culture are predictors 
of satisfaction. Considering the two cultural 
types treated here, the model that uses the clan 
culture showed a higher coefficient, indicating 
that this culture would produce more satisfaction 
if its characteristics were increased. This is in 
accordance with the theory described for both 
culture and satisfaction, since the characteristics of 
the clan culture are more positively associated with 
the concept of satisfaction than the adhocratic 
culture, although the latter has also been positively 
related to satisfaction.

These results indicate that organizations 
can augment the satisfaction of their employees 
if they develop characteristics similar to those of 
the clan and the adhocratic cultures, particularly 
those of the clan culture. This is relevant for 
the management of people because satisfaction, 
which is a predictor of other behaviors within the 
organization, can be amplified by the development 
of a culture that favors it among workers.

On the other hand, the antecedents of 
satisfaction are often associated with a set of factors 
that, together, promote the individual’s affective 
attachment to his or her organization (Roman 
et al., 2012). This part of the study enhances 
the findings by Santos and Sustelo (2009) and 
Zhang and Zheng (2009). The analysis of the two 
cultures treated here reveals two sets of cultural 
characteristics that are close to what is defined 
by satisfaction (Locke, 1976; Imran et al., 2014; 
Siqueira, 2008; Spector, 1985). If, on the one 
hand, the clan culture indicates stronger personal 
relationships, integration, and cohesion of the 
team, the adhocratic culture involves autonomy, 
flexibility, and the valuing of innovation and 
individuality (Cameron & Quinn, 2006). Again, 
these characteristics are similar to the antecedents 
of satisfaction presented by Tamayo (2001) and 
Spector (1985). This may explain the level of 
satisfaction associated with the adhocratic culture.  
On the other hand, these findings diverge in 
part from the findings by Alvi et al. (2014), as 
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they found a significant relationship between 
hierarchical and clan cultures and satisfaction, a 
situation that may be associated with the context 
of their research.

As far as the relationship between culture 
and commitment is concerned, both clan and 
adhocratic cultures have been shown to predict 
only normative commitment.  In the case of 
normative commitment, the individual remains 
in the organization because he/she believes that 
he/she does things correctly and identifies with 
it (Bastos, 1993; Medeiros et al., 2003; Weiner, 
1982). Considering the cultural characteristics 
of the clan and the adhocracy, it is possible to 
infer degrees of relationships between the cultural 
characteristics of these types and normative 
commitment. By observing that culture is seen 
as a set of values   that guide the behavior of the 
individual, indicating appropriate behavior, it is 
possible that individuals, influenced by cultural 
values, absorb organizational values   that would 
lead them to believe that the organization is 
morally correct, signaling that they cannot 
abandon it.

In the case of organizational culture 
influencing commitment mediated by satisfaction, 
it is possible to verify, in the case of the clan 
culture model, that there is no standard for 
the effects on commitment in all dimensions – 
affective, normative, and instrumental – which 
demonstrates the complexity of the relationships 
between these constructs (Maciel & Camargo, 
2011). With mediation, the clan culture, 
which was not significant in terms of affective 
commitment, becomes so. In the case of its direct 
effect, clan culture was a predictor of normative 
commitment, but when mediated by satisfaction 
it no longer affects it. Instrumental commitment 
did not present any significance in any of the 
relations with clan culture. Since clan culture and 
satisfaction have a strong affective component, 
they differ from the idea of   instrumental 
commitment. Still, mediation by satisfaction 
seems to indicate that its relationship with clan 
culture leads to more affective commitment 

than the other types of commitment, as in the 
organizational context it increases affective bonds 
with the organization. This indicates that higher 
levels of affective commitment seem to be what 
would generate the greatest performance for 
organizations, since the individual remains in 
the organization because he/she wants to (Allen 
& Meyer, 1990; Fu, Bohlander, & Jones, 2009; 
Jaros, 2007; Maciel & Camargo, 2011). The 
cultural values   associated with the clan culture 
were also mediated by better satisfaction rates.

On the other hand, the adhocratic culture 
was shown to be positively associated with all the 
dimensions of commitment when it is mediated 
by satisfaction. The effect of satisfaction is so 
important that when the effect of the adhocratic 
culture on affective commitment is verified, no 
statistical significance is noted; but by inserting 
satisfaction as a mediator, affective commitment 
becomes significant and positive, indicating 
that satisfaction can be used to predict levels of 
commitment. Something similar happens with 
the relationship between adhocratic culture and 
instrumental commitment. It is suggested that the 
characteristics of this culture, such as flexibility, 
individuality, entrepreneurship, and relation with 
the external environment, are prone to generating 
this type of commitment, since within it the main 
characteristic is the exchange that the individual 
makes with the organization (Meyer & Allen, 
1991). As the dimensions of satisfaction used in 
this study contain elements such as promotion 
opportunities, which ultimately value or develop 
individuality and self interest, this possibly 
explains the instrumental commitment being 
predicted by the adhocratic culture mediated by 
satisfaction.

In both models that were treated, the 
important role of satisfaction in both clan and 
adhocratic cultures is observed, especially in the 
adhocratic culture, where it can predict all types of 
commitment. Alone, clan and adhocratic cultures 
are only predictive of normative commitment. 
Although culture is an important dimension 
in the organizational context, as it reflects the 
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values, meanings, and assumptions of the group 
(Cameron & Quinn, 2006; Geertz, 1989; 
Schen, 2004), it seems to play a less relevant role 
compared to when it is mediated by satisfaction. 
This reinforces the importance of considering the 
behavior of individuals within the organization 
as a complex phenomenon that derives from 
a variety of elements that are not always easily 
identifiable and measurable (Leite et al., 2014; 
Maciel & Camargo, 2011).

5 Conclusion

The findings of this study reinforce the 
research already carried out that uses satisfaction 
as an antecedent and a predictor of commitment, 
as well as reinforcing other studies that relate 
organizational culture and satisfaction. However, 
this paper seeks to contribute further by using 
culture mediated by satisfaction to explain levels 
of commitment, since there is still space for 
new research to discuss these relationships. The 
most relevant results involve the influence of 
satisfaction as a mediator between culture and 
commitment. It should be noted that of the 
cultural types proposed by Cameron and Quinn 
(2006), only the clan and adhocratic cultures 
proved to be adequate for the analyses carried out 
here. In these, clan and adhocratic cultures are 
able to predict commitment to a greater extent 
when mediated by satisfaction. This indicates 
that satisfaction plays a relevant role in the 
relationship between culture and commitment, 
since alone these two cultures affect few aspects 
of commitment. When mediated by satisfaction, 
they are more effective in this process.

This reinforces what has been said about the 
complexity of organizational phenomena (Morgan, 
1996) and the need to consider organizational 
analyses from a variety of perspectives, even though 
this makes the analysis processes more complex. 
Thus, the main contribution of this work lies in its 
presentation of the significant effects of satisfaction 
as a mediator in the relationship between culture 
and commitment, since inserting satisfaction in this 
relationship increases the levels of commitment in 

the three dimensions – affective, normative, and 
instrumental – especially in the case of adhocratic 
culture.

In terms of the main limitations of this 
study, the CFAs of the clan and adhocratic cultures 
suggest the need to improve the instruments for 
measuring these variables. Another limitation 
concerns the sample and its banking context, since 
this involved only one organizational unit. This 
impedes these results from being generalized or 
adopted as fully adequate to explain the relations 
between the variables. We suggest that new 
research be carried out and a research agenda be 
followed so that these relationships can be tested 
in order to see the behavior of these variables 
in different contexts. We also suggest the use 
of the other dimensions of satisfaction and the 
totalization of the items of the culture scale in new 
studies in order to verify if new relationships are 
identified between these constructs.
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APPENDIx A 

Dear Respondent,
We are conducting a study on the various aspects of an organization. It will be of great value if you can spend 
about 15-20 minutes filling out this questionnaire. The information provided will be kept confidential. 
This questionnaire is part of a study developed within the Master of Business Administration post-graduate 
program at Salvador University.

Code/Factor Meaning Classes Assigned Values

fxet Age Group

less than 21 years old 1
 21 - 30 years old 2
 31 - 40 years old 3
 41 - 50 years old 4
 51 - 60 years old 5

more than 60 years old 6

gn Gender
 Male 1

 Female 2

ec Marital Status

Married 1
Stable Union 2

Divorced 3
Single 4

esc Education

 Secondary Level 1
 Higher incomplete 2

 Higher 3
 Specialization 4

 Master 5
 Doctorate 6

aform Area of Major

 Business Administration 1
 Accounting 2
 Economics 3
 Psychology 4
 Engineering 5

 Law 6
 Communication 7

 Other 8

fun Position
Management 1

Technical 2

temp Time in the Company

 Up to 5 years 1
 Between 5 and 10 years 2
 Between 10 and 15 years 3
 Between 15 and 20 years 4
 Between 20 and 25 years 5

 More than 25 years 6
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The following statements should be answered by assigning your level of agreement to each of them using 
the following values: 1 - totally disagree; 2 - partially disagree; 3 - Neither agree nor disagree; 4 - partially 
agree; and 5 - totally agree

Item Description

1 One of the main reasons I continue to work for this organization is that I believe that loyalty is important and therefore feel a 
sense of moral obligation to remain.

2 My job is enjoyable.

3 The glue that holds the organization together is commitment to innovation and development. There is an emphasis on being 
on the cutting edge.

4 My supervisor is unfair to me.
5 The leadership in the organization is generally considered to exemplify an aggressive, results-oriented focus.
6 It would be very hard for me to leave my organization right now, even if I wanted to.
7 People get ahead as fast here as they do in other places.
8 The organization is a very controlled and structured place. Formal procedures generally govern what people do.
9 I like my supervisor.
10 The management style in the organization is characterized by teamwork, consensus, and participation.

11 One of the main reasons I continue to work for this organization is that leaving would require considerable personal sacrifice – 
another organization may not match the overall benefits I have here.

12 I like doing the things I do at work.

13 The glue that holds the organization together is formal rules and policies. Maintaining a smooth-running organization is 
important.

14 I was taught to believe in the value of remaining loyal to one organization
15 The leadership in the organization is generally considered to exemplify entrepreneurship, innovation, or risk taking.
16 I think that I could easily become as attached to another organization as I am to this one.
17 There is really little chance for promotion in my job.
18 The management style in the organization is characterized by hard-driving competitiveness, high demand, and achievement.
19 I really feel as if the organizational problems are my own.
20 The organization is a very personal place. It is like an extended family. People seem to share a lot of themselves.
21 Too much in my life would be disrupted if I decided I wanted to leave my organization now.
22 I am satisfied with my chances for promotion.
23 The leadership in the organization is generally considered to exemplify coordinating, organizing, or smooth-running efficiency.
24 I feel a sense of pride in doing my job.
25 The glue that holds the organization together is loyalty and mutual trust. Commitment to this organization is high.
26 Jumping from organization to organization does not seem at all unethical to me.
27 My supervisor is competent in doing his/her job.
28 The management style in the organization is characterized by individual risk taking, innovation, freedom, and uniqueness.
29 This organization has a great deal of personal meaning for me.
30 Those who do well on the job stand a fair chance of being promoted.
31 The glue that holds the organization together is the emphasis on achievement and goal accomplishment.
32 Right now, staying with my organization is a matter of necessity as much as desire.
33 The leadership in the organization is generally considered to exemplify mentoring, facilitating, or nurturing.
34 I sometimes feel my job is meaningless.

35 The management style in the organization is characterized by security of employment, conformity, predictability, and stability 
in relationships.

36 If I got another offer for a better job elsewhere, I would not feel it was right to leave my organization.
37 The organization is a very dynamic and entrepreneurial place. People are willing to stick their necks out and take risks.
38 I would be very happy to spend the rest of my career with this organization.
39 My supervisor shows too little interest in the feelings of subordinates.

40 The organization is very results-oriented. A major concern is getting the job done. People are very competitive and 
achievement-oriented.
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Notes:
¹   A preliminary version of  “A relação entre cultura organizacional e comprometimento no trabalho mediada pela satisfação” 

was presented at XX SEMEAD, November 08-10, 2017, in São Paulo.
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