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ABSTRACT
Received: 09 Jul 2026 This study aimed to examine the effect of perceived organizational customer orientation on frontline
Accepted: 30 Aug 2026 employees’ creative behaviors, with psychological empowerment as a mediator and fair supervision

as a moderator. This applied, cross-sectional, descriptive-correlational study was conducted among
frontline employees of service organizations in Tehran. A total of 350 employees were selected using
convenience sampling. Data were collected using measures of perceived organizational customer
d orientation, psychological empowerment, fair supervision, and employee creative behaviors. Data
Keywords analysis included Pearson correlation, confirmatory factor analysis, structural modeling, mediation
Perceived organizational analysis, moderation analysis, and moderated mediation analysis. Indirect and conditional effects were
examined using bootstrap procedures with 5,000 resamples and 95% confidence intervals. Perceived
organizational customer orientation had a positive and significant effect on psychological
psychological empowerment, empowerment (= 0.54, p <0.001), and psychological empowerment significantly predicted creative
behaviors (f =0.47, p <0.001). The direct effect of perceived organizational customer orientation on
creative behaviors also remained significant (B = 0.18, p < 0.001). The indirect effect through
supervision, frontline employees psychological empowerment was 0.25, with a 95% confidence interval from 0.19 to 0.32, confirming
partial mediation. Moreover, the interaction between psychological empowerment and fair
supervision significantly predicted creative behaviors (B = 0.14, p < 0.001). The index of moderated
mediation was 0.071, and its confidence interval excluded zero. Perceived organizational customer
orientation enhances frontline employees’ creative behaviors partly through psychological
empowerment, while fair supervision strengthens the positive effect of empowerment on creativity.
Service organizations can therefore promote frontline creativity by embedding customer-oriented
values, increasing employees’ sense of competence, autonomy, meaning, and impact, and ensuring
fair and consistent supervisory practices.
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EXTENDED ABSTRACT
INTRODUCTION

In contemporary service organizations, frontline employees occupy a strategically
Important position because they constitute the primary interface between the organization
and its customers. Their behaviors directly shape customers’ perceptions of service quality,
responsiveness, organizational reliability, and overall service experience. In increasingly
competitive and dynamic environments, however, effective frontline performance cannot
be reduced to compliance with predefined procedures. Employees are frequently required
to interpret heterogeneous customer needs, respond to unexpected problems, adapt service
processes, and generate novel solutions under conditions in which standardized routines
may be insufficient. Consequently, creative behavior has become a critical individual-level
capability through which organizations can improve service delivery, adapt to
environmental change, and sustain organizational effectiveness. Contemporary research
has increasingly demonstrated that innovative and creative performance emerges from the
interaction between organizational conditions, leadership processes, and employees’
psychological experiences (1, 2). Within this framework, perceived organizational
customer orientation represents an important contextual factor. It reflects the extent to
which employees perceive that their organization genuinely prioritizes understanding
customer needs, responding effectively to customer expectations, improving service
quality, and creating customer value. When customer orientation is embedded in
organizational policies and daily practices, it can signal to frontline employees that
initiative, flexible problem solving, and proactive service behavior are valued.
Organizational support and management systems have similarly been associated with
innovative work behavior because they shape employees’ perceptions of whether
discretionary effort and new ideas are encouraged (3, 4). Nevertheless, organizational
customer orientation may not automatically translate into creative behavior. Its behavioral
consequences are likely to depend on employees’ psychological interpretation of their role
and the degree to which they experience themselves as capable, autonomous, influential,
and engaged in meaningful work. Psychological empowerment therefore provides an
important explanatory mechanism. Psychological empowerment refers to an intrinsic
motivational state characterized by meaning, competence, self-determination, and impact.
Empowered employees are more likely to perceive themselves as legitimate and capable
contributors to organizational improvement and therefore may be more willing to propose,
promote, and implement novel ideas. Previous evidence has shown that psychological



empowerment enhances innovative work behavior and promotes performance beyond
narrowly prescribed role requirements (5, 6). Empowering leadership and supportive
organizational conditions have also been associated with stronger employee participation,
knowledge utilization, and performance (7, 8). Research further suggests that psychological
empowerment can mediate the effects of supervisory and organizational conditions on
creativity and innovation (9, 11). At the same time, the extent to which empowered
employees convert their psychological resources into observable creative behavior may
depend on the quality of supervision. Creative behavior involves uncertainty, interpersonal
exposure, and the possibility that new ideas may be rejected or negatively evaluated. Fair
supervision may therefore serve as a facilitating condition by assuring employees that their
ideas, decisions, and initiatives will be evaluated consistently, respectfully, and without
favoritism. Studies of interpersonal and procedural justice have linked fairness with
employee creativity, competence, and constructive workplace behavior (17, 18).
Conversely, abusive supervision and micromanagement can weaken empowerment,
autonomy, and creativity (20, 21). Inclusive, ethical, and supportive forms of leadership
provide contrasting evidence that respectful and fair supervisory relationships can
strengthen employee engagement and creative performance (22-24). The broader leadership
literature similarly emphasizes relational and contextual processes rather than leadership
behavior in isolation (14-16). Moreover, organizational and relational factors may interact
in conditional processes, such that the effects of psychological resources depend on
supportive contextual conditions (26-28). Accordingly, the present study investigated the
effect of perceived organizational customer orientation on frontline employees’ creative
behavior, examining psychological empowerment as a mediating mechanism and fair
supervision as a moderator of the relationship between psychological empowerment and
creative behavior among frontline employees in service organizations in Tehran.

METHODS AND MATERIALS

The present study employed an applied, cross-sectional, descriptive-correlational
design with structural and moderated mediation analyses. The statistical population
consisted of frontline employees working in service organizations in Tehran whose jobs
involved direct and continuous interaction with customers. A final sample of 350
employees was included. Participants were recruited from banking and financial
Institutions, insurance organizations, telecommunications and communication companies,
sales and customer service units, tourism-related services, and other service organizations.
Eligibility criteria included employment in a service organization in Tehran, at least one
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year of organizational work experience, direct interaction with customers as part of regular
job responsibilities, and voluntary consent to participate. Data were collected using
anonymous self-report questionnaires. Perceived organizational customer orientation was
assessed through items reflecting the extent to which employees perceived that their
organization emphasized customer satisfaction, customer feedback, high-quality service,
responsiveness to customer needs, and support for customer-oriented behavior.
Psychological empowerment was measured using the 12-item psychological empowerment
Instrument assessing meaning, competence, self-determination, and impact. Creative
behavior was assessed using a scale based on employee creative and innovative behavior,
including idea generation, identification of new approaches, promotion of novel ideas, and
attempts to implement useful changes. Fair supervision was assessed using items
addressing respectful treatment, consistency in supervisory decisions, lack of favoritism,
transparent explanations, consideration of employee viewpoints, and fairness in
performance-related decisions. Responses were recorded on five-point Likert scales. Data
analysis included descriptive statistics, internal consistency assessment, examination of
skewness and kurtosis, Pearson correlations, confirmatory factor analysis, direct and
indirect effect estimation, and moderated mediation analysis. Bootstrap procedures with
5,000 resamples and 95% confidence intervals were used to assess indirect and conditional
indirect effects. Interaction terms were computed after mean-centering the relevant
predictors. Simple slopes were examined at low, mean, and high levels of fair supervision.
SPSS version 29 was used for descriptive, correlational, reliability, and regression-based
analyses, AMOS version 24 was used to assess the measurement model, and PROCESS
was used to estimate mediation, moderation, and moderated mediation effects.

FINDINGS

The final sample consisted of 350 frontline employees, including 192 men (54.9%)
and 158 women (45.1%). The mean age of participants was 35.84 years (SD = 7.92), and
their mean organizational work experience was 9.73 years (SD = 6.14). Descriptive
analysis showed mean scores of 3.74 (SD = 0.61) for perceived organizational customer
orientation, 3.81 (SD = 0.58) for psychological empowerment, 3.69 (SD = 0.66) for fair
supervision, and 3.77 (SD = 0.60) for creative behavior. Cronbach’s alpha coefficients
ranged from 0.88 to 0.91, indicating satisfactory internal consistency. All major study
variables were positively and significantly correlated. Perceived organizational customer
orientation was correlated with psychological empowerment (r = 0.54, p < 0.001), fair
supervision (r =0.42, p <0.001), and creative behavior (r = 0.48, p < 0.001). Psychological



empowerment was positively associated with fair supervision (r = 0.45, p < 0.001) and
creative behavior (r = 0.61, p < 0.001), while fair supervision was positively related to
creative behavior (r = 0.50, p < 0.001). The four-factor measurement model demonstrated
satisfactory fit, y*> = 412.63, df = 224, y*/df = 1.84, CFI = 0.952, TLI = 0.945, RMSEA =
0.049, and SRMR = 0.043. Standardized factor loadings ranged from 0.66 to 0.87,
composite reliability coefficients exceeded 0.89, and average variance extracted values
ranged from 0.55 to 0.63. Structural analysis showed that perceived organizational
customer orientation significantly predicted psychological empowerment (B = 0.51, SE =
0.05, B =0.54, t = 10.20, p < 0.001). Psychological empowerment, in turn, significantly
predicted creative behavior (B =0.49, SE =0.05,3=0.47,t=9.80, p <0.001). The direct
effect of perceived organizational customer orientation on creative behavior remained
significant after psychological empowerment was included in the model (B = 0.18, SE =
0.05,=0.18,t=3.60, p<0.001). The indirect effect through psychological empowerment
was 0.25, with a 95% bootstrap confidence interval of 0.19 to 0.32, indicating partial
mediation. Fair supervision also had a significant positive direct effect on creative behavior
(B = 0.28, SE = 0.04, t = 7.00, p < 0.001). More importantly, the interaction between
psychological empowerment and fair supervision was significant (B = 0.14, SE = 0.04, t =
3.50, p < 0.001), producing an additional 0.021 increase in explained variance. Simple-
slope analysis showed that the effect of psychological empowerment on creative behavior
increased from B = 0.37 at low fair supervision to B = 0.49 at the mean level and B = 0.61
at high fair supervision. Conditional indirect effects of perceived organizational customer
orientation on creative behavior through psychological empowerment were 0.19, 0.25, and
0.31 at low, mean, and high levels of fair supervision, respectively. The index of moderated
mediation was 0.071, with a 95% bootstrap confidence interval of 0.031 to 0.116,
confirming that the indirect effect became stronger as fair supervision increased.

DISCUSSION AND CONCLUSION

The findings indicate that perceived organizational customer orientation constitutes
an 1important organizational antecedent of frontline employees’ psychological
empowerment and creative behavior. When employees perceive that customer satisfaction,
responsiveness, and service quality are genuine organizational priorities, they appear more
likely to experience their work as meaningful, perceive greater competence and autonomy,
and believe that their actions can influence relevant outcomes. Such psychological
empowerment subsequently increases their willingness to generate, advocate, and
implement new ideas. The significant partial mediation effect indicates that psychological
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empowerment explains an important portion of the relationship between customer
orientation and creativity, although additional mechanisms also appear to be involved.
Customer-oriented organizational environments may directly stimulate creativity by
clarifying service priorities, legitimizing flexible problem solving, and encouraging
employees to search for better ways of responding to customer needs. The findings further
demonstrate that fair supervision has both direct and conditional importance. Employees
who experience supervisors as respectful, consistent, transparent, and unbiased report
greater creative behavior, and fairness strengthens the extent to which psychological
empowerment is converted into creativity. Thus, empowerment can be understood as a
psychological capacity for creative action, whereas fair supervision functions as a
contextual condition that facilitates the behavioral expression of this capacity. The
moderated mediation result provides further support for this interpretation: organizational
customer orientation is more strongly translated into creative behavior through
psychological empowerment when employees operate under high levels of fair
supervision. The results therefore support an integrated perspective in which organizational
orientation, employee psychological experience, and supervisory context jointly shape
frontline creativity. From a practical standpoint, service organizations seeking greater
frontline creativity should not rely exclusively on formal customer-orientation policies or
generalized calls for innovation. They should simultaneously strengthen employees’ sense
of meaning, competence, autonomy, and impact and ensure that supervisors apply
consistent, respectful, and impartial management practices. In conclusion, perceived
organizational customer orientation enhances frontline employees’ creative behavior both
directly and indirectly through psychological empowerment, while fair supervision
amplifies the positive effect of psychological empowerment and strengthens the overall
indirect pathway from customer orientation to creative behavior.
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