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Abstract

The aim of this study is to propose an organizational compassion model based on employee behavior in service-oriented organizations. The qualitative
phase involved 19 participants, including university-based experts and managers from service-oriented organizations in Mazandaran Province, all
possessing relevant publications and over 15 years of experience. Participants were selected through purposive sampling, and theoretical saturation was
achieved after 17 interviews. In the quantitative phase, the first stage employed a fuzzy Delphi technique to screen dimensions, components, and indicators
of the study and determine their importance, involving 16 informed experts. In the second stage, 384 questionnaires were distributed among managers
and employees of service-oriented organizations in Mazandaran Province. Given the limited population, cluster random sampling was applied, and the
Krejcie and Morgan (1970) table was used to determine the sample size. In the third quantitative phase, 15 informed experts with relevant publications
and over 15 years of experience in employee behavior within service-oriented organizations were selected for prioritizing the indicators. Qualitative data
analysis was conducted using MAXQDA software. To address the research questions, the fuzzy Delphi screening, confirmatory factor analysis, and
prioritization of indicators using the best-worst method were performed with SPSS, SmartPLS, and LINGO software. From the analysis of 19 interviews,
a total of 378 initial codes were extracted. Following the interview text analysis, 55 selective codes and 12 sub-themes were identified. In the final stage,
through the examination of organizing themes, six main themes or overarching themes were derived: (1) Organizational Humanistic Perception and
Sensitivity; (2) Compassionate Management Response; (3) Organizational Action and Intervention; (4) Culture and Institutionalization of Compassion;
(5) Collective Compassion and Interpersonal Relationships; (6) Behavioral and Psychological Outcomes. Based on the fuzzy Delphi results, all dimensions
of the organizational compassion model were deemed to have the expected level of importance and were accepted by the research experts. In the
subsequent phase, path analysis revealed that the path coefficients between all variables exceeded 1.96, indicating that all relationships were statistically
significant. The prioritization of the organizational compassion model indicators based on employee behavior in service-oriented organizations revealed
the following rankings: (1) Organizational Humanistic Perception and Sensitivity; (2) Compassionate Management Response; (3) Culture and
Institutionalization of Compassion; (4) Collective Compassion and Interpersonal Relationships; (5) Organizational Action and Intervention; (6) Behavioral
and Psychological Outcomes.

Keywords: Organizational compassion, Employee behavior, Service-oriented organizations
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Extended Abstract

Introduction

Organizational compassion represents a critical yet underexplored dimension in service management literature,
particularly in the context of service-oriented organizations where employee-customer interactions directly
impact service quality and customer satisfaction. While compassion has traditionally been conceptualized as

an individual trait or interpersonal phenomenon, this study advances the field by framing it as an organizational



capacity that can be systematically cultivated through structured processes, policies, and cultural norms. The
research addresses a significant gap in the literature, as previous studies have predominantly focused on
individual compassion or compassion as an incidental phenomenon rather than a deliberate organizational
capability (Akgiin et al., 2025; Akgiin et al., 2023; Dutton et al., 2014; Dutton et al., 2006). This limitation
is particularly problematic in service organizations, where the quality of service delivery is intrinsically linked
to the emotional and psychological well-being of employees who interact directly with customers. The study
is grounded in the theoretical understanding that compassion is a dynamic, multi-stage process involving
awareness of others' distress, empathetic concern, and action-oriented responses to alleviate suffering. This
conceptualization aligns with contemporary psychological frameworks that distinguish compassion from
empathy by emphasizing its action-oriented nature and ethical dimension. The research question guiding this
study is: How can an organizational compassion model based on employee behavior be developed for service-
oriented organizations? This question is particularly timely given the increasing recognition of the
psychological toll of service work, the growing emphasis on employee well-being as a strategic priority, and
the need for service organizations to develop sustainable competitive advantages through human-centered
approaches. The study contributes to both theoretical development and practical application by offering a
comprehensive, multi-dimensional model that moves beyond individual-level compassion to examine how
organizations can systematically cultivate compassion as a core organizational capability.

Methods and Materials

This research employed a mixed-methods exploratory sequential (qualitative-quantitative) approach to develop
and validate a model of organizational compassion based on employee behavior in service organizations. The
qualitative phase utilized content analysis to identify key dimensions of organizational compassion through in-
depth interviews with 19 experts from Mazandaran province, Iran, who were selected based on their 15+ years
of experience in organizational behavior, service management, and compassion research. Participants included
university academics and managers from service organizations, with 53% male and 47% female representation,
and 58% holding doctoral degrees. The interview process continued until theoretical saturation was achieved
at the 17th interview. Analysis of the 19 interviews yielded 378 initial codes, which were refined to 55 selective
codes and 12 sub-themes. These were then organized into six overarching themes through a systematic
thematic analysis process following Brown and Clarke's (2006) approach. The quantitative phase employed a
three-stage process: (1) Delphi method with 16 experts to screen dimensions and establish importance; (2)
Survey with 384 participants (managers and employees) from service organizations in Mazandaran province,
using stratified random sampling; and (3) Priority ranking with 15 experts using the best-worst method. Data
analysis utilized MAXQDA for qualitative analysis and SPSS, SmartPLS, and Lingo for quantitative analysis.
The study employed structural equation modeling to test the relationships between dimensions, with reliability
and validity assessed through Cronbach's alpha, composite reliability, average variance extracted, and the

Fornell-Larcker criterion. The research design was validated through expert review, with content validity



confirmed by five specialists who provided feedback on the questionnaire's structure and content. The study's
methodological rigor was further enhanced through intercoder reliability checks, with two independent coders
analyzing the qualitative data and comparing results using the Holsti method.

Findings

The research yielded a comprehensive six-dimensional model of organizational compassion based on
employee behavior in service organizations, with each dimension containing multiple sub-dimensions. The
first dimension, "Organizational Human Sensitivity," encompasses awareness of employee distress through
early identification of psychological pressures, understanding personal circumstances in work decisions, active
listening to work and personal concerns, and continuous monitoring of satisfaction and psychological well-
being. The second dimension, "Compassionate Management Response," includes managerial support through
direct support in difficult work conditions, flexible scheduling, adjusting performance expectations,
accessibility for dialogue, and follow-up after issues arise, as well as compassionate justice through fair
decision-making with human considerations, equitable workload distribution, explanation of difficult
decisions, respectful treatment even in disciplinary situations, and avoiding discrimination in support. The
third dimension, "Organizational Intervention and Action," features formal supportive policies including
policies for injured employees, support programs (counseling, psychological support), flexible leave in special
circumstances, organizational support for work-life balance, and crisis resource prediction, as well as
compassionate problem-solving through rapid response to employee issues, focusing on problem-solving
rather than blame, employee participation in solution-finding, learning from human errors, and process
improvement. The fourth dimension, "Culture and Institutionalization of Compassion," includes supportive
culture through promoting human values, psychological safety for expressing concerns, encouraging
supportive behaviors, mutual respect in work environments, and role modeling by senior managers, as well as
compassionate leadership through human behavior of senior managers, ethical responsiveness of managers,
leaders' attention to human resources, middle managers modeling compassionate leaders, and alignment of
managers' personal values with organizational human values. The fifth dimension, "Collective Compassion
and Interpersonal Relationships," comprises supportive relationships through mutual support among
colleagues, voluntary cooperation in high-pressure situations, reducing destructive conflicts, and fostering
organizational belonging, as well as human communication through respectful organizational dialogue,
transparency in work communication, mutual listening between managers and employees, and expressing
concerns without fear. The sixth dimension, "Behavioral and Psychological Outcomes," includes individual
outcomes such as reduced job burnout, increased psychological calmness, and increased job satisfaction, as
well as organizational outcomes such as increased emotional commitment, strengthened organizational
citizenship behavior, reduced turnover, and improved service quality for customers. The priority ranking of
these dimensions revealed that organizational human sensitivity (0.298) was most important, followed by

compassionate management response (0.285), culture and institutionalization of compassion (0.186),



collective compassion and interpersonal relationships (0.149), organizational intervention and action (0.124),
and behavioral and psychological outcomes (0.100). All relationships between dimensions were statistically
significant (p<0.05), with path coefficients ranging from 0.585 to 0.737. The model demonstrated strong
predictive power, with R? values ranging from 0.342 to 0.543 across dimensions, and a global fit index (GOF)
of 0.466, indicating a strong model fit. The findings confirm that organizational compassion is not merely an
individual trait but a multi-dimensional organizational capability that can be systematically developed through
structured processes and cultural norms.

Discussion and Conclusion

This study makes a significant theoretical contribution by developing and validating a comprehensive, multi-
dimensional model of organizational compassion based on employee behavior in service organizations. The
model moves beyond previous conceptualizations that treated compassion as an individual trait or incidental
phenomenon to position it as a deliberate organizational capacity that can be cultivated through specific
structures, processes, and cultural norms. The research demonstrates that organizational compassion operates
through a complex interplay of awareness, response, intervention, cultural embedding, collective relationships,
and outcomes, with each dimension contributing uniquely to the overall compassion capacity. The priority
ranking of dimensions provides valuable practical insights for organizational leaders, highlighting that
fostering organizational human sensitivity (awareness of employee distress) and compassionate management
response are the most critical starting points for developing organizational compassion. The study also reveals
the strategic importance of organizational compassion as a competitive advantage, with the model showing
that compassion directly contributes to improved psychological well-being, reduced burnout, increased job
satisfaction, stronger organizational citizenship behavior, lower turnover, and higher service quality. These
findings have significant implications for service organizations seeking to enhance both employee well-being
and customer satisfaction in increasingly competitive markets. The research provides a practical roadmap for
implementing organizational compassion through specific, actionable recommendations across all six
dimensions. For instance, organizations should implement regular psychological pressure monitoring systems,
provide compassionate leadership training, develop formal supportive policies, create psychological safety for
expressing concerns, foster supportive interpersonal relationships, and establish systems for monitoring
compassion outcomes. The study's mixed-methods approach and rigorous validation process lend credibility
to the model, making it a valuable resource for both researchers and practitioners. Future research should
explore the model's applicability across different cultural contexts and service sectors, investigate longitudinal
effects of compassion implementation, and examine the relationship between organizational compassion and
specific customer outcomes. This research represents a significant step toward recognizing compassion as a
strategic organizational capability rather than merely a personal virtue, with the potential to transform service

organizations into more human-centered, sustainable, and competitive entities.
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