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Workplac e Climate Overview 
 
 
 

� � Work c lima te is the p reva iling  workp lac e a tmosphere as experienc ed  
by emp loyees.  

� � It is wha t it feels like to work in a  p lac e. 
� � A positive work c lima te inc reases the “ d isc retionary effort,”  or level of 

extra  effort, tha t emp loyees exert above and  beyond  job  
expec ta tions. 

� � A positive work c lima te leads to and  susta ins emp loyee motiva tion 
and  high performanc e and  reduc es absenteeism. 

 
Researc h in industry shows tha t Workp lac e or Organisa tiona l Clima te is 
responsib le for a round  27% of financ ia l results. It has a lso been found  tha t 
up  to 70% of Organisa tiona l c lima te is determined  by the p reva iling  
Manageria l style  

 
  

 

Symptoms of a poor c limate 
� � Inc reasing emp loyee absenteeism and ta rd iness 
� � High emp loyee turnover 
� � Dec reasing employee p roduc tivity 
� � Disengagement and  inflexib le work hab its 
� � Reports of d issa tisfac tion among your c lients 
� � The fa ilure of your work group  to meet spec ific  performanc e ta rgets 
� � Frequent or unresolved  c onflic t among sta ff 
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Climate Dimensions 
 
Clarity reflec ts emp loyee perc ep tions o f how leadership  has sta ted the 
mission o f the organisa tion & how the organisa tion will ac hieve the sta ted  
ob jec tive to fulfill the mission. High c la rity ind ic a tes tha t job  expec ta tions, 
work p roc edures, & lines of authority a re well-defined  & well-organised . 
 
Standards reflec t emp loyee perc ep tions tha t leadership  looks for top-
qua lity work from a ll levels & a ll departments within the organisa tion. Two 
key c riterion for high standards inc lude: 
1. Emp loyees feel tha t their ind ividua l goa ls, as well as those of the 
organisa tion, a re both c ha lleng ing & rea listic .  
2. Managers do not to lera te med ioc rity in p roduc ts, servic e, or 
performanc e 
 
Responsib ility rela tes to the perc ep tions tha t managers g ive them the 
freedom to work on their own.  This inc ludes both the level of task 
delega tion as well as the degree to whic h managers enc ourage 
emp loyees to take c a lc ula ted  risks & bac k them up  no matter the 
outc ome.  
 
Flexib ility rela tes to the perc ep tions surround ing the enc ouragement of 
new ideas & the read iness to exp lore those ideas within the organisa tion. 
High flexib ility means tha t managers avoid  unnec essary rules, p roc edures, 
or polic ies to whic h peop le must c onform. It a lso means managers g ive 
their peop le freedom to a lter guidelines when nec essa ry.  
 
Rewards c ap tures the perc ep tion of how managers rec ognize & reward  
high performanc e versus the level of c ritic ism & punishment for mistakes. 
High rewards ind ic a te tha t emp loyees view tha t day-to-day feedbac k, 
performanc e appra isa ls, & reward levels reflec t the qua lity of ind ividua ls 
performanc e ra ther than a rb itra rily persona lised  c riteria .  
 
Team c ommitment rela tes to the degree to whic h emp loyees feel tha t 
management c oopera tes with emp loyees & enc ourages c ollabora tion to  
ac c omplish work ob jec tives. High team c ommitment reflec ts a  perc ep tion 
tha t managers c rea te opportunities to build  team identify & p ride, involve 
emp loyees in key dec ision-making , & keep  them informed about the b ig  
p ic ture  
 
The c limate gap 
The c ritic a l measure is not whether a  c lima te d imension is low or high, it is 
whether the gap  between the ac tua l c lima te experienc ed  and  the desired  
c lima te lies within ac c ep tab le limits 



 

Workplace Climate Report Sample 
Management Training Australia 

P: PO Box 281, Vermont, Victoria 3133, Australia 
W: www.mtaustralia.com ; E: answers@mtaustralia.com; P : +61 3 9256 6004, F : +61 3 9445 9243 

� �
 
 

Workp lace Climate (your experience) 
 
 

 
 
 
Your experience of the workplace climate is that you perceive the 
largest gaps between actual climate dimensions and desired climate 
dimensions in 

� � Team Commitment (60%) 
� � Flexibility (29%) 
� � Clarity (28%) 
� � Rewards (19%) 
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Workp lace Climate (your raters experience) 
 

 
 
 
Your raters (team) experience of the workplace climate is that they 
perceive the largest gaps between actual climate dimensions and 
desired climate dimensions lie in 

� � Clarity (69%) 
� � Rewards (62%) 
� � Team Commitment (49%) 
� � Standards (45%) 
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Climate profile comparison 
 
Some Good news 
 

� � Flexibility - Your raters (24% gap) experience better flexibility 
than you believe (29%). Flexibility is not a significant issue for 
you 

� � Responsibility – Even though you believe that flexibility (2%) is 
better than you raters do (24%), the gap is still within an 
acceptable range 

 
Some average news 
 

� � Team Commitment – Even though your raters experience a 
large gap (49%) between actual team commitment and desired 
team commitment; it is actually better than you believe (60%). 
Team Commitment needs work, but there is agreement that it 
needs improvement. 

 
Some issues that are noteworthy 
 

� � Clarity – Your raters experience a significantly large gap 
between actual and desired clarity (69%). You believe that the 
gap is much smaller (26%). Your raters experience a lack of 
clarity where you believe that you are providing it  

� � Rewards – Your raters also experience a large gap between 
actual and desired rewards (62%). You believe that the gap is 
quite small (19%). Your raters experience a lack of rewards when 
you believe that you are providing them 

� � Standards – Your raters experience a significant gap between 
experienced and desired standards (45%). You believe that this 
gap is very small (11%). Your raters perceive that the standards 
are poor whereas you believe that they are close to where they 
need to be 
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What to work on (in this order) 
 
� � Team Commitment – We recommend that you work on team 

commitment first – Why? – Because there is general agreement 
that it needs attention and therefore is likely to change more 
readily. You and your team are likely to be ready to change your 
practices to increase the health of this climate dimension. Team 
commitment is a climate dimension that can change quickly. 
Getting a quick win in this area will help you implement change in 
other areas 

 
 

� � Standards – Standards is your most pressing problem, even 
though it is only the 4th worse gap that your raters experience. 
The reason why this is the case is that research shows that the 
climate dimension of standards is the most important climate 
dimension to work on to lift a poorly performing team into an 
average team. Focusing on Rewards or Clarity first will not 
necessarily lift performance if Standards remains in this state 

 
 

� � Rewards – Even though rewards is in a better condition than 
clarity, research has shown that rewards is a more crucial issue 
to get right 

 
 

� � Clarity – Your largest gap between what your raters experience 
and what they desire is in the dimension of clarity. This needs 
development, but is quite common in average or poorly 
performing teams. Clarity is most often the largest gap in 
workplace climate profiles, and is often the final climate 
dimension worked on to raise workplace climate 
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Manageria l Styles 
 
Coercive Style –  catchphrases are “Do what I tell you!”, “You MUST 
do this NOW!”  
 

� � The coercive style is intent on obtaining immediate compliance 
from employees 

� � It provides clear directives for employees without soliciting their 
input or listening to their reactions 

� � It maintains tight control of employees through frequent visits, 
reports, & other forms of monitoring 

� � It relies on negative corrective feedback to emphasize what is 
being done wrong & what must be corrected 

� � It uses occasional attention-getting strategies (like fist-pounding 
on tables or name calling) to embarrass an employee into 
compliance 

� � It clearly indicates the negative consequences of an employee’s 
failure to comply 

 
 
 
Authoritative Style – catchphrases are - “This is where we’re going & 
why”, “Come with me” 
 

� � The authoritative style is intent on mobilizing people toward a 
vision 

� � A manager using this style typically applies a long-term thinking 
strategy & clearly stated direction to the organization 

� � This style relies on the skillful use of influence to gain employee 
buy-in to decisions 

� � It takes time to develop & articulate a clear vision & direction for 
the organization 

� � It obtains employee perspective on the vision & how to achieve it, 
without leaving doubt as to who is in charge 

� � It sees influencing employees as a key activity 
� � It sets standards & monitors performance in relation to the larger 

vision 
� � It uses a balance of positive & negative feedback to enhance 

motivation 



 

Workplace Climate Report Sample 
Management Training Australia 

P: PO Box 281, Vermont, Victoria 3133, Australia 
W: www.mtaustralia.com ; E: answers@mtaustralia.com; P : +61 3 9256 6004, F : +61 3 9445 9243 

� � �
 
Affiliative Style – catchphrases are - “People come first”, “Everyone 
must get along” 
 

� � The affiliative style is intent on promoting harmony, cooperation, 
& good feelings among employees 

� � A manager using this style is concerned with smoothing tensions 
between employees or promoting social activities within various 
departments 

� � A manager using this style will put people first & tasks second 
� � It focuses on promoting friendly interactions among employees 
� � It puts task direction, goals, & standards second to meeting 

employee’s emotional needs 
� � It takes steps to meet the needs of the “whole person” by working 

to provide such things as employee job security & work/life 
balance issues 

� � It identifies opportunities for positive feedback & avoids 
performance-related confrontations 

� � It sometimes rewards personal characteristics as much as job 
performance 

 
 
Democratic Style – catchphrases are - “What do you think”, “Let’s see 
what the group wants to do” 
 

� � The democratic style is intent on building group consensus & 
commitment through group-management in making decisions 

� � It gives employees full participation in setting the direction of the 
work & establishing the plans to achieve it 

� � It emphasizes the importance of consensus in group decision 
making about group processes 

� � It holds many meetings to ensure all views are aired as decision-
making processes 

� � It listens to employees for ideas 
� � It rewards group performance rather than focusing on the “stars” 

& the “averages” with specific feedback 
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Pacesetting Style – catchphrases are - “Do as I do”, “This is how it 
must be done!  Watch ME!” 
 

� � The pacesetting style is intent on setting high performance 
standards 

� � A manager using this style likes to get quick results from a highly 
motivated & competent team 

� � It leads by example & anticipates that others understand the 
rationale for what is being modeled 

� � It works mostly independently rather than with team leaders 
� � It delegates demanding tasks to only outstanding performers who 

need little instruction 
� � It exerts tight control over poor performers by explicit task 

instruction or removing work when performance is not adequate 
� � It promotes the individual’s effort rather than teamwork 

 
 
Coaching Style – catchphrases are -  “ Try this”, “How can I support 
you!” 
 

� � The coaching style is intent on developing people for future 
performance 

� � A manager using this style likes to manage the growth of all 
employees 

� � They like to focus on employee strengths and weaknesses and 
then develop action plans to support career goals 

� � It uses listening & open-ended questions to encourage 
employees to solve their own work problem 

� � A manager using this style may trade off immediate performance 
standards for long-term development, i.e. treating mistakes as 
learning opportunities  
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Management Styles and Workplac e Climate 
 

� � Management styles have differing effectiveness in raising the 
different dimensions of workplace climate  

 
� � Please note that the effects we are talking about are all in the 

long term.  
 

� � Neither pacesetting nor coercive styles appear in this list below. 
This does not mean that they have no place in a manager’s 
toolkit. They both have a positive impact on workplace climate in 
the right situations 

 
� � We have listed below the relative effect that these management 

styles will have on raising your weaker aspects of workplace 
climate. For example, using the democratic style is 26/35 as 
powerful as the authoritative style in raising team commitment. 
These figures are a result of studies into organisations.  

 
Team Commitment  

� � Authoritative (35) 
� � Affiliative (34) 
� � Coaching  (27) 
� � Democratic (26) 

 
Standards 

� � Coaching (39) 
� � Authoritative (38) 
� � Affiliative (31) 
� � Democratic (22) 

 
Rewards 

� � Authoritative (54) 
� � Affiliative (48) 
� � Coaching (43) 
� � Democratic (42) 

 
Clarity 

� � Authoritative (44) 
� � Coaching (38) 
� � Affiliative (37) 
� � Democratic (35) 
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It would appear that it is best to adopt the authoritative style as this 
style has the largest positive impact on the dimensions of workplace 
climate that need to be raised. However, your team may rate low in this 
style and find it hard to adopt. If that is the case, the other styles have 
effect to varying degrees.  
 
All managers have 2 or 3 default styles that come easily to them and it 
becomes a matter of identifying which style you want them to operate 
in as their default style to achieve the workplace climate improvement 
you are seeking. 
 
For example, If you are focusing on building team commitment and 
one of your managers has their three main default styles (as 
experienced by their team) of pacesetting, coercive and coaching; then 
they should be instructed to operate, in general, in the coaching mode.  
 
The authoritative and affiliative styles are more effective in building 
team commitment, however, trying to get them to operate in affiliative 
or authoritative modes may be long and frustrating. In this example, 
their pacesetting style will be needed to get quick results out of an 
experienced team and their coercive style will be needed in crises, but 
both of these styles are not helpful in raising team commitment 
 
You will need to work with your management team to identify which of 
their default management styles need to be operating in order to raise 
the aspects of climate you are focussing on 
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Stra teg ies for c limate development  
 
 
� � Team Commitment  

 
Team commitment is the extent to which people are proud to belong to 
a team or organisation and believe that everyone is working toward the 
same objectives.  
 
The more widely shared the team’s values are, and the greater its 
commitment to performance, the higher the team’s pride 
 
To improve this dimension 

� � resolve conflicts quickly 
� � foster co-operation 
� � resolve issues that interfere with task completion 
� � encourage interaction among team members 
� � provide and encourage social activities 
� � gather your team to generate, consider and allow others to build 

on the ideas of others 
 
 

� � Standards 
 
In a poor organisational climate, management places little emphasis on 
improving performance.  
 
To improve this dimension, managers need to  

o set challenging but realistic goals 
o give regular feedback 
o make sure that performance measures are adequate and 

clear. 
o Ensure that individual employees are given plenty of 

opportunity to take part in the goal-setting and planning 
process. 
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� � Rewards 
 
A positive workplace climate is one in which employees are recognised 
and rewarded for good performance. 
 
To improve this dimension of workplace climate, managers need to 

� � Use encouragement more often than they use threats or 
criticism.  

� � Determine rewards that each employee values 
� � Define performance levels in observable and measurable terms 
� � Ensure that desired performance can be attained 
� � Link desired performance and employees’ desired rewards 
� � The promotion system should help the best people rise to the top 
� � The rewards offered should be in direct proportion to the quality 

of the employees’ output.  
� � Development opportunities should be used to both reward and 

improve performance. 
 

 
� � Clarity 

 
People rarely give their best when they are not sure what they are 
expected to do.  
 
Clarity is the feeling that everyone knows what is expected of them and 
that they understand how those expectations relate to the larger goals 
and objectives of the organisation.  
 
To improve this aspect 

� � policies, procedures and lines of authority should be made clear.  
� � You should help your team answer the question “Where are we 

going and how do I fit into that?” 
� � You might want to develop a strategy canvas and  
� � devise excellent internal and external communication. 

 
 
 
 


