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Abstract 

In service-related jobs, employee attitudes play a critical role in influencing 

customers’ perceptions of service quality.  This study investigated HRD-related 

organizational strategic practices that could potentially be linked to employee 

engagement as a means to improve customer satisfaction, service quality, and 

organizational effectiveness.  The organizational strategic practices examined were 

organizational service orientation and customer service related training (personal 

motivation for training, benefits of training, and colleague support for training).  Within 

the vast service sector, the tourism and hospitality industry, specifically the hotel sector, 

provided a unique context for examining the relationships among organizational service 

orientation, customer service training, and employee engagement.     

A survey research design was utilized to investigate the relationships.  The study 

relied on previously developed scales related to the variables of interest.  Data were 

collected from 320 frontline employees in 13 large all-inclusive hotels through the use of 

a self-report paper-based questionnaire.  The overall response rate was 67%.  A series of 

hierarchical multiple regression analyses was conducted as the primary method of data 

analysis to determine the unique contribution of each variable in predicting employee 

engagement.   

Overall, the results of the study indicated statistically significant relationships 

among organizational service orientation, customer service training, and employee 

engagement.  Combined, all variables accounted for 38% of the variance in employee 

engagement.  Service leadership, a subscale of organizational service orientation, was the 

highest predictor (23%) of employee engagement.  Together, the customer service 
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training variables explained 9% of the variation in employee engagement.  Human 

resource management practices and service encounter practices each accounted for 3% of 

the variance in employee engagement.  Service systems practices were found to be non-

significantly related to employee engagement.  The output generated from the 

hierarchical multiple regression analysis also revealed that service encounter practices 

mediate the relationship between human resource management practices and employee 

engagement.  Based on the findings, implications for both research and practice are 

discussed and recommendations for future research are also detailed. 
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CHAPTER ONE 

INTRODUCTION 

Managers of service organizations increasingly recognize that the path to success 

runs through customers.  Consequently, service organizations formulate and implement 

creative and profitable strategies to differentiate themselves.  Delivering quality service is 

one such strategy that is critically related to success in today’s changing and globally 

competitive economy (Gronroos, 2007).  In that vein, service organizations rely heavily 

on the capability of frontline employees to deliver services appropriately.  Frontline 

employees play an integral role in service delivery; as such their attitudes strongly 

influence customers’ perceptions of service quality (Teng & Barrows, 2009).  For that 

reason, organizations must find effective strategies to help ensure that employee attitudes 

are conducive to the delivery of quality service.  Human resource development (HRD) 

professionals play a major role in implementing strategic practices to enhance employee 

attitudes and performance (Swanson & Holton, 2009).  Considering the value of the 

employee-customer relationship in service-related jobs, this study investigated HRD-

related organizational strategies that could potentially be linked to desired workplace 

employee attitudes. 

Organizational service orientation, described as a set of policies and practices 

designed to create, deliver, and reward excellent service, is one primary organizational 

strategy that can influence the level of service quality provided by employees (Schneider, 

Wheeler, & Cox, 1992).  Customer service training is another major strategic practice 

utilized by organizations to develop employees on aspects of service delivery (Liao & 

Chuang, 2004).  Taken together, organizational service orientation and customer service 
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training are strategies that can foster service employee attitudes, in this case, employee 

engagement.  Recently, there has been an increased interest in the concept of employee 

engagement and its role in work performance (Shuck & Wollard, 2010).  Current 

research has suggested that employees who are engaged average higher customer 

satisfaction ratings and create increased revenue (Wagner & Harter, 2006), with higher 

engagement levels as a source of competitive advantage (Sen, 2009).  There is mounting 

evidence that engaged employees are more likely to perform better on the job in both 

formal role requirements as well as tasks that go beyond normal expectations (Cohen & 

Keren, 2008).  However, there seems to be a knowledge gap in many aspects of employee 

engagement (Slatten & Mehmetoglu, 2011).  Furthermore, the extent to which 

organizational service orientation and customer service training are related to employee 

engagement is not known. 

Within the vast service sector, the tourism and hospitality industry, specifically 

the hotel sector, provided a unique context for examining the relationships among 

organizational service orientation, customer service training, and employee engagement.  

In a number of tourist destinations, the attitudes of employees are extremely critical to the 

successful delivery of the total tourism product.  In this study, employees at all-inclusive 

hotels in Jamaica were drawn on as a sample to explore the importance of selected 

organizational strategic practices (service orientation and customer service training) in 

influencing employee engagement to support the delivery of quality service. 

Statement of the Problem 

Global competition, intensified with the current economic landscape, has 

seriously affected businesses and industries worldwide.  Service industries, particularly, 
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tourism and hospitality, are not unique in experiencing these problems.  In addition, high 

customer expectations, and increasing demand for quality service from diverse groups of 

customers, has made it extremely challenging for tourism organizations to perform 

optimally and to maintain a competitive advantage (Kusluvan, 2003). 

Few factors are as important to service firms as the relationship that frontline 

employees form with customers (Yoon, Beatty, & Suh, 2001).  Frontline employees are 

of primary importance for the customer experience in the hospitality sector (Slatten & 

Mehmetoglu, 2011).  Yet, service employees’ work involves significant interpersonal 

interaction and as a result their job can become strenuous in the attempt3 to meet the 

demands of both managers and customers (Lam & Lau, 2008; Schneider & Bowen, 1993).  

Moreover, there is no simple and straightforward way to control employee attitudes to 

enhance service quality (Kusluvan, 2003).  Researchers have also argued that 

organizations lose customers primarily because of poor service (Shultz, 2002; Zeithaml, 

Berry, & Parasuraman, 1996).   As a result, tourism and hospitality organizations are 

challenged to find ways to ensure that the attitudes of frontline employees are compatible 

with the expectations of customers, which in turn increases customer satisfaction and 

loyalty, competition, and performance (Hartline & Ferrell, 1996; Karatepe & Uludag, 

2008; Kusluvan, 2003).  Though quality service is key to success, there is evidence that 

service is on the decline (Solnet, Paulsen, & Cooper, 2010).  For example, in the U.S., 

data showed that service quality is trending lower (Brady, 2000). 

Service organizations provide service skills training as a tool to enhance 

employee performance (Schlesinger & Heskett, 1991).  In addition, training is positively 

related to employee attitudes (Bartlett, 2001).  As a result, organizations increasingly 
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recognize the need to invest more resources in learning initiatives to improve 

performance.  According to recent industry report by the American Society for Training 

and Development (as cited in Aguinis & Kraiger, 2009), U.S. organizations spend more 

than $126 billion annually on employee training and development.  Workplace learning is 

claimed to be an important organizational strategy in influencing employee engagement.  

However, there has been concern regarding the contribution of training to organizational 

effectiveness. 

The desired workplace attitude of employee engagement is one of the most 

important corporate issues today given its impact on individual and organizational 

performance and productivity (ASTD, 2008).  However, engaging employees is “one of 

the greatest challenges facing organizations in this decade and beyond” (Frank, Finnegan, 

& Taylor, 2004, p. 15).  Globally, there are more employees who are not engaged or 

disengaged than there are engaged employees (Kular, Gatenby, Rees, Soane, & Truss, 

2008).  Research has suggested that only 29% of U.S. employees are actively engaged at 

work (Seijts & Crim, 2006).  Based on a survey of 2,000 employees from across the UK, 

it was found that only 35% of employees were actively engaged (Truss, Soane, Edwards, 

Wisdom, Croll, & Burnett, 2006).  Employees in India are described as being among the 

most focused and satisfied in the world, but only an approximate 34% are fully engaged 

while others are either partially engaged or totally disengaged (HR Special Survey, 2008).  

Managing employee engagement is priority for most organizations (Shuck & Wollard, 

2010) and has been stated as a major concern considering its connection with individual 

and organizational outcomes. 
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The problem is, few studies have explored service orientation and customer 

service training as central organizational strategic practices that can potentially influence 

employee attitudes desirable for workplace efficiency.  Therefore, this represents a 

knowledge gap and consequently highlights the need to investigate how the relationship 

between organizational practices and employee engagement may support service quality, 

customer satisfaction, and organizational effectiveness. 

Purpose of the Study 

The purpose of the study was to investigate the relationships among employees’ 

perceptions of organizational service orientation, customer service training, and 

employee engagement.  The concept of organizational service orientation was comprised 

of four major elements – service leadership practices, human resource management 

(HRM) practices, service encounter practices, and service systems practices.  Three 

different measures of customer service training used in the study were: (1) personal 

motivation for training, (2) benefits of training and, (3) colleague support for training.  

The overall purpose of the study was to provide new knowledge on the relationships 

between organizational strategic practices and employee engagement that will assist HRD 

researchers interested in the engagement concept.  The study will also be useful for 

practitioners in the service industry, specifically the tourism and hospitality sector. 

A survey research design was used to assess these relationships.  The overarching 

research question was – what are the relationships among organizational service 

orientation, customer service training, and employee engagement?  In answering this 

central research question, the following sub questions were addressed: 
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Q1. Is there a significant relationship between employees’ perceptions of 

organizational service orientation and customer service training? 

Q2. Is there a significant relationship among employees’ perceptions of organizational 

service orientation, customer service training, and employee engagement? 

Theoretical Perspectives Underpinning the Study 

Two theoretical perspectives supporting the study are organizational culture and 

social exchange theory.  Organizational culture broadly refers to a relatively stable set of 

beliefs, values, and behaviors commonly held by a group (Lim, 1995).  Organizational 

culture is shaped by leadership behavior and created by thousands of everyday policies, 

practices, and procedures (Pettigrew, 1979; Schein, 2004).  These policies and practices 

affect processes within the group and ultimately guide and constrain employees’ attitudes 

and organizational performance (Kreitner & Kinicki, 2007; Schein). 

Managing employee-customer relationships requires a service-oriented culture 

(Gronroos, 2007).  In service organizations, a strong and well-established culture which 

develops an appreciation for good service is very crucial.  Situations vary, in that, 

customers behavior cannot be fully predetermined or standardized.  Therefore, a service 

oriented culture is needed to convey to employees how they should respond to new and 

unforeseen circumstances (Bowen & Schneider, 1988; Gronroos, 1990).  Training has 

been used as an important tool to promote and develop skills related to organization’s 

beliefs and values.  In other words, training can be used to instill in employees the desired 

values and guiding principles of the organization.  Training is often made the cornerstone 

of organizational strategies to perpetuate or change to a culture that places high value on 

quality (GAO Report, 1992). 
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A culture that embraces service orientation together with training creates a potential 

basis for competitive advantage (Gronroos, 2007).  Barney (1986) noted that a firm that 

has a culture that is “valuable, rare, and imperfectly imitable enjoys a sustained 

competitive advantage” (p. 659).  Organizations can sustain competitive advantage only 

when they have the ability to produce better services that “customers need but have not 

yet even imagined” in order to increase returns on investment before its competitors 

(Prahalad & Hamel, 1990, p. 80).  According to Schein (2004), it is difficult to replicate 

an organization’s capability because of its unique culture. 

Also underpinning and guiding this study is social exchange theory.  Social 

exchange theory provides a solid framework for understanding organizational behavior 

and is structured on the basis of the exchange rule.  Gouldner (1960) stated that the social 

exchange theory generally has been conceptualized within the context of the norm of 

reciprocity.  Social exchange relationships develop through a series of exchanges that 

yield a pattern of reciprocal obligations in each party (Masterton, Lewis, Goldman, & 

Taylor, 2000).  Therefore, social exchange is a bidirectional transaction, whereby 

something has to be given and in turn, something returned (Gouldner). 

According to social exchange theory, organizations are forums for transactions.  

Individuals form perceptions in regard to the fairness of these transactions (Cropanzano, 

Prehar, & Chen, 2002).  As such, social exchange theory is becoming a dominant lens for 

interpreting the relationships between organizational practices and employee attitudes 

and behaviors (Cropanzano, et al., 2002; Masteron, et al., 2000).  In organizations, 

relationships develop between employees and their employers wherein the action of one 

party should lead to a response from the other party (Cropanzano & Mitchell, 2005).  
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Employees who feel fairly treated will engage in positive behaviors intended to benefit 

the organization, whereas employees who perceive they are not treated fairly may 

reciprocate by engaging in negative behavior (Masteron, et al.). 

Exchange in the form of pay as well as non-monetary benefits is a defining aspect 

of the employment exchange relationship (Deckhop, Cirka, & Andersson, 2003).  

Consequently, employees will be engaged to different degrees based upon the resources 

and rewards the organization provides (Saks, 2006).  Employees who perceive their 

employer as supportive, for example, through the policies and practices implemented by 

the organization, are more likely to reciprocate by being highly engaged on the job.  

Therefore, this study used social exchange theory as a framework to understand the 

relationships among organizational service orientation, customer service training, and 

employee engagement. 

Significance of the Study 

This study has both theoretical and practical significance.  Employee engagement 

is increasingly recognized as one of the most desired workplace attitudes (Shuck & 

Wollard, 2010).  Though the conceptual literature on employee engagement is growing, 

still more empirical studies are needed to support the numerous claims associated with 

employees who are engaged in their work roles.  Therefore, this study added empirical 

evidence to the growing body of literature on employee engagement.  In addition, 

engagement was explored in a different cultural context outside of the US where the 

concept originally developed.  Given the emerging nature of the concept and its 

importance in the workplace, it is important to conduct studies across cultures in a variety 

of organizational settings to build more robust theory. 
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The study contributes knowledge to the HRD literature on employee perceptions 

of customer service training and its relationship with employee engagement.  Previous 

research has examined training in general and its association with other employee 

attitudes (Bartlett, 2001). However, this study extends previous research by investigating 

customer service training, in particular, and its relationship with employee engagement.  

In addition, the study also contributes to theory building in HRM as well as the services 

and marketing fields.  Given the importance of the role of frontline employees in the 

success of service organizations, the characteristics of an engaged employee seems 

desirable.  However, the relationships among organizational service orientation, customer 

service training, and employee engagement had not been investigated.  

This study also has implications for practice.  The study will benefit both human 

resource (HR) professionals and practitioners within the service organizations, in 

particular the tourism and hospitality industry.  A more in-depth understanding is gained 

on the role of training and development activities, specifically customer service training, 

in fostering an engaged workforce.  Practitioners can become more aware of other key 

strategies, such as developing a strong organizational service orientation and the 

relationship this may have on the engagement levels of employees.  By having this 

knowledge, HRD professionals can better understand and improve their service 

orientation and customer service training programs to better realize service goals.   

Organizational service orientation can be used to benchmark and monitor how 

well the organization is performing, (Lytle, Hom, & Mokwa, 1998; Lytle & Timmerman, 

2006).  The findings of the study can be used to effect organizational change by 

diagnosing and evaluating service practices.  As Kusluvan (2003) stated, in creating an 
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organizational service-oriented culture, it is the responsibility of HRD professionals in 

their respective organizations, to identify their core values regarding service.  These core 

values must be integrated into the various levels of the organization, for example, through 

vision and mission statements which then get translated into behaviors shown by 

leadership, policies, practices, and reward system throughout the organization which in 

turn influence employee attitudes and performance.   

Nonetheless, only limited empirical research has been conducted on service 

orientation, the majority of which utilized managers’ perceptions to measure this concept 

based on the premise that they possess a fully-dimensioned view of the organization and 

are key informants in this regard (Lytle & Timmerman, 2006).  Furthermore, the outcome 

of service quality is derived from an interactive process between the employee and the 

customer; however, the vast majority of research in this area focuses on the perspective 

of the customer, to a great extent ignoring the views of the employees (Svensson, 2006).   

Importantly, employee perceptions are becoming more important in 

organizational research as they better reflect the true climate of the organization 

(Schneider, Wheeler, & Cox, 1992).  Further, Schneider, Ashworth, Higgs, and Carr 

(1996) emphasized that employee reports of the “practices and procedures under which 

they work are significantly correlated with judgments made by external observers to the 

organization” (p. 697).  This study focused on frontline employees’ perceptions.  This 

broadened view will help to guide HRD managers to plan strategically to achieve 

organizational goals. 

The study will also educate leaders, managers, and HR professionals in tourism 

and hospitality organizations in Jamaica on how they can strategically implement policies 
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and practices to stimulate employee engagement to support service quality.  Although 

tourism and hospitality in Jamaica is increasingly successful, in particular the all-

inclusive model, very little empirical research has been conducted.  This study provides 

empirical evidence on the importance of cultivating and maintaining a culture that is 

service oriented, particularly as it relates to the organizational leadership, customer 

service training, and HRM practices in nurturing engaged employees as a way to improve 

service quality.   

Relevance of Study to the Field of HRD 

Baum (2007) noted that people are critical to the successful delivery of tourism 

services.  Kusluvan (2003) further posited that employees are “one of the most, if not the 

most, important resources or assets for tourism organizations…to achieve competitive 

advantage and exceptional organizational performance” (p. xxvii).  For the industry to 

deliver its product effectively, ensure success, and have a powerful impact on the 

economy and society, tourism has to be fueled with competent employees who can 

deliver the total tourist product.  Failte Ireland (2005) as cited in Baum and Szivas (2008) 

stated: 

The story of successful enterprise is one that is largely about people – how 

they are recruited, how they are managed, how they are trained and 

educated, how they are valued and rewarded, and how they are supported 

through a process of continuous learning…None of this happens by 

accident. (p. 783) 

The situation described above fits well within the context of HRD.  According to 

Swanson and Holton (2009), “HRD is a process for developing and unleashing human 
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expertise for the purpose of improving individual, team, work process, and organizational 

system performance” (p. 4).  HRD plays a significant role in adequately preparing 

individuals with knowledge, skills, and abilities, to perform their roles effectively in 

organizations.  HRD can play an important part in implementing core organizational 

strategies such as fostering a service-oriented culture.  Furthermore, HRD plays a vital 

role in training and developing frontline employees with the necessary skills-set to be 

more highly engaged in their roles and to better serve within the tourism industry.  

Against this background, the relationships between organizational service orientation, 

customer service training, and employee engagement were explored in this study. 

Definitions of Key Terms 

The study examined three major concepts: organizational service orientation, 

customer service training, and employee engagement.  These concepts are defined below.  

Other relevant terms used throughout the study are also defined to provide a more 

comprehensive understanding of the topic under study.  The concepts below are defined 

in the order in which they are presented throughout the research study. 

Organizational service orientation is “an organization-wide embracement of a 

basic set of relatively enduring organizational policies, practices, and procedures intended 

to support and reward service-giving behaviors that create and deliver ‘service 

excellence’” (Lytle, et al., 1998, p. 455).  Lytle et al. adopted two fundamental positions 

in defining organizational service orientation: (1) organizational service orientation is a 

dimension of the organization’s overall climate which emanates from the culture; and (2) 

organizational service orientation is best understood and measured by soliciting 

employees’ perceptions, beliefs, and opinions.  There are four fundamental elements 
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representing the domain of organizational service orientation: (1) service leadership 

practices, (2) human resource management practices, (3) service systems practices, and (4) 

service encounter practices. 

Training is “a planned effort by an organization to facilitate learning of job 

related competencies” (Noe, 2005, p. 3).  Training refers to a systematic approach to 

learning and development to improve individual, team, and organizational effectiveness 

(Goldstein & Ford, 2002).  Customer service training is a planned approach to “increase 

employee service knowledge and skills and consequently improve employee service 

performance” (Liao & Chuang, 2004, p. 45).  Customer service training encompasses the 

following three dimensions: (1) an analytic dimension of tasks, technique, procedure, and 

system, (2) a behavioral dimension, concerned with attitudes, perceptions, and motivation, 

and (3) an organizational learning dimension, concerned with management style, 

corporate culture, structure, and information flows (Lin & Darling, 1997).  There is a 

range of training related variables, three of which were examined in this study. 

(a) Personal Motivation for Customer Service Training was defined as a 

“specific desire on the part of the trainee to learn the content of the 

training program” (Noe & Schmidt, 1986, p. 501).   

(b) Benefits of Customer Service Training was defined as the acquisition of 

new knowledge or skills that result in improved job performances and 

other positive changes (Noe & Wilk, 1993). 

(c) Support for Customer Service Training from Colleagues was defined as 

the “extent to which employees believe their coworkers are willing to 
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provide them with work-related assistance to aid in the execution of their 

service-based duties” (Susskind, Kacmar, & Borchgrevink, 2003, p. 181).   

Employee engagement was defined as the psychological experiences and 

conditions that shape the way in which individuals employ and express themselves 

physically, emotionally, and cognitively during role performances (Khan, 1990).  Khan 

has been the most prominent of early psychological researchers on employee engagement 

and the many definitions of the term formulated thereafter are largely derived from his 

work.  Khan defined personal engagement as “the simultaneous employment and 

expression of a person’s ‘preferred self’ in task behaviors that promote connections to 

work and to others, personal presence, and active full role performance” (Khan, p. 700).   

Service was defined as a process comprised of a series of activities (Gronroos, 

2000).  Gronroos further defined service as: 

a process consisting of a series of more or less intangible activities that 

normally, but not necessarily always, take place in interaction between the 

customer and service employees, and or physical resources or goods and/or 

systems of the service provider, which are provided as solutions to customer 

problems. (p. 52)   

Gronroos also mentioned that in most situations a service involves interaction with the 

service provider, as is the case within the tourism industry especially the hospitality 

sector.  

Attitude was defined as a “psychological tendency that is expressed by evaluating 

a particular entity with some degree of favor or disfavor” (Eagly & Chaiken, 1993, p. 1).  

According to Fazio and Petty (2008), ‘attitude’ is one construct used to explain why 
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people respond to certain stimuli the way they do.  Increasingly organizational 

researchers value the importance of work-related attitudes because of the potential 

influence of attitudes on organizational performance (Bartlett, 2001).   

Frontline employees are defined as employees whose jobs require daily direct 

contact or personal interaction and involvement with customers.  Frontline employees 

include individuals in occupations with job titles such as front office agents, guest 

relations personnel, food and beverage workers, bellhop and concierges, spa care staff, 

and recreational or entertainment representatives. 

Summary 

This chapter laid the foundation for a research study examining the relationships 

among employees’ perceptions of service orientation, customer service training, and 

employee engagement in the service sector, in particular, the tourism industry.  The 

chapter presented an introduction, a statement of the problem, and purpose of the study 

including the research questions as well as an overview of the theoretical perspectives 

underpinning the study.  Theoretical and practical significance of the research were also 

outlined followed by definitions of key concepts used in the study.  In the following 

chapter, a thorough review of the literature is presented. 
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CHAPTER TWO 

REVIEW OF THE LITERATURE 

The chapter begins with an overview of the conceptual framework for the study 

explaining the possible connections between the constructs under investigation.  In the 

following section, a background to the study is outlined to set the tone for the constructs 

that are examined.  Included in this section is a brief overview of global tourism and as 

well as tourism in Jamaica.  The theoretical perspectives foundational to the study are 

organizational culture and social exchange.  A literature review of both theories is 

presented to provide rationalization for use in framing the proposed study.  The chapter 

then ends with a review of literature related to key constructs: organizational service 

orientation, customer service training, and employee engagement. 

Conceptual Framework 

The constructs explored in this study are organizational service orientation, 

customer service training, and employee engagement.  The potential relationships among 

these constructs considered two theoretical perspectives that served to frame the study: 

organizational culture and social exchange.  There has been increasing recognition of the 

role that organizational culture plays in influencing the success execution of 

organizational strategies.  Through the cultural values of an organization, policies and 

practices evolve over time creating a common understanding of the organization.  

Furthermore, the cultural values of the organization act to guide and constrain employee 

attitudes on the job (Dwyer, Teal, & Kemp, 1998).  In addition, the potential links 

between employee attitudes and organizations strategic practices towards customer 

service are framed by social exchange theory.  The underlying assumption of social 

exchange theory is that individuals establish and maintain relationships with each other 



17 

  

for mutual benefits.  The employer-employee relationship is ingrained in social exchange 

(Settoon, Bennett, & Liden, 1996).  This theory helps explain why employees who 

receive resources and support from their organizations feel more obliged to respond by 

repaying the organization (Cropanzano & Mitchell, 2005).  In this case, the organization 

provides resources and support through its policies and practices in the form of 

supportive leadership, benefits and compensation, recognition, and learning and 

development activities.  In return, employees demonstrate high levels of engagement on 

the job which results in increased customer satisfaction.   

Organizational service orientation and customer service training are strategic 

approaches implemented to foster positive attitudes of employees as a way to serve 

customers more efficiently.  This is especially important considering the integral role of 

employee attitude in the employee-customer relationship.  According to Heskett, Jones, 

Loveman, Sasser, and Schlesinger (1994), the service profit chain theory establishes 

relationships between profitability, customer loyalty, and employee satisfaction and 

loyalty, as well as productivity.  The links in the chain state that profit and growth are 

stimulated primarily by customer loyalty which is a direct result of customer satisfaction.  

Satisfaction is influenced by the value of services provided to customers.  Value is 

created by satisfied, loyal, and productive employees that result primarily from high 

quality support services and policies that encourage employees to deliver appropriately to 

customers (Heskett, et al.).  However, no research has explored organizational strategic 

practices, specifically organizational service orientation and customer service training, in 

relation to employee engagement given the link this may have with service quality and 

performance, particularly in the tourism industry.   
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Organizational service orientation has been examined in relation to employee 

attitudes such as organizational commitment (Lytle & Timmerman, 2006), job 

satisfaction, and organizational citizenship behavior (Gonzalez & Garazo, 2006; Lytle & 

Timmerman).  However, no attention has been given to the attitude of employee 

engagement.  Employee engagement is important to study in relation to organizational 

service orientation and customer service training as it offers a more comprehensive 

outlook on employees’ relationship at work compared to existing constructs (Maslach, 

Schuafeli, & Leiter, 2001).   

Although organizations increasingly recognize the need for training and as a 

result invest more resources in development activities to improve performance (Aguinis 

& Kraiger, 2009), there has been concern regarding the contribution of training to 

organizational effectiveness.  Acknowledging the difficulties in measuring performance 

change as a result of HRD (Bates, 1999), Bartlett (2001) proposed that it may be more 

practical to “to examine the relationship between training and desired workplace attitudes 

which in turn has been found to relate positively to organizational effectiveness” (p. 336).  

In this context, HRD can be viewed as more than simply organization provided learning 

to improve employee knowledge, skills, and abilities.  Training and development can also 

be viewed as a component of an exchange between employer and employee.  As such, it 

is important to examine the link between customer service training and employee 

engagement. 

It is hypothesized that these constructs (service orientation, customer service 

training, and employee engagement) are related.  In Figure 1, the hypothesized 
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relationships of the constructs are shown.  The conceptual framework suggested that 

there is a two-way relationship between the constructs under investigation. 

 
 
Figure 1.  Conceptual Framework 

Background to the Study 

In most nations, the service industry is the largest economic sector accounting for 

an increasingly significant share of Gross Domestic Product (GDP).  The service industry 

facilitates and stimulates growth by contributing to income and employment, especially 

entry-level jobs that usually require employees’ daily interaction with customers 

(Gronroos, 2007).  For years, the notion of excellent customer service has gained 

widespread acceptance as a critical performance element in service organizations (Frei & 

McDaniel, 1998).  Frontline employees represent the organization and play a pivotal role 

in the employee-customer interface.  In other words, service employees tend to be the 
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direct link between an organization’s goals and operational mission and the customers 

they serve (Grisaffe, 2000).  As a way to ensure organization success, it is vital for 

employees to establish and maintain long-term relationships with customers (Hartline & 

Ferrel, 1996; Karatepe & Uludag, 2008).   

Many argue that satisfaction is key to customer loyalty (Anderson, Fornell, & 

Lehmann, 1994; Gronroos, 2007; Lee, Lee, & Feick, 2001).  In understanding customer 

satisfaction and loyalty, particular attention has been given to the management of service 

quality.  In managing service quality, organizations develop strategies and appropriate 

resources for improving customer satisfaction (Anderson, et al.; Lee, et al.).  Service 

quality, an antecedent of customer satisfaction, measures how well the level of service 

delivered is compatible with the expectations of customers (Cronin & Taylor, 1992).   

Research done by Parasuraman and colleagues (Parasuraman, Zeithaml, & Berry, 

1985; 1988) serves as a foundation for the framework linking service quality, satisfaction, 

and behavioral intention of customers.  Parasuraman, et al. stressed the importance of 

service quality as a key strategic factor for differentiating products and services and the 

implications for profit and success in service organizations.  Service quality was claimed 

as the most important consumer trend then and seemingly this argument persists today, 

especially in light of growing global competitiveness and increasing consumer demands 

for quality products and services.  However, research conducted in this area focused 

primarily on the process in which consumers evaluate service quality (Lee, et al.).  This is 

evident in Parasuraman, et al. (1988) survey – SERVQUAL – developed for measuring 

customer perceptions of service quality.   
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Other researchers have explored service quality in different empirical contexts 

and have developed different approaches for assessing service quality (Svensson, 2006).  

However, these approaches largely solicit customers’ perspectives as is evident in a 

relatively recent review of service quality models compiled by Seth, Deshmukh, and Vrat 

(2005).  These approaches are important to develop an understanding of aspects that 

characterize the service provided (Gronroos, 2007); however, they do not altogether 

provide managers with insights to guide specific actions for improvement (Keiningham, 

et al., 2008).  Therefore, it is important to understand other factors that influence service 

quality and subsequently, organizational performance. 

It is important to note that the link between service quality and profitable growth 

is neither simple, straight-forward, nor well-understood (Greising, 1994; Zeithaml, Berry, 

& Parasuraman, 1996).  Zeithaml, et al. suggested that in explaining this complex 

relationship, researchers and practitioners should examine other relationships “each of 

which is an integral part of the composite” (p. 31).  Svensson (2006) argued that crucial 

aspects of service quality have been under-researched.  Although the outcome of service 

quality is derived from an interactive process between the employer and customer, few 

studies have attempted to explore the service encounter beyond the customer’s 

perspective (Dedeke, 2003; Svensson, 2002; 2006; Tam & Wong, 2001).   

The satisfaction of both employees and customers are a direct function of 

organizational strategies.  In other words, both employees and customers will experience 

positive outcomes when the organization operates with a strong service orientation 

(Schneider, 1980; Schneider & Bowen, 1993).  This partly happens because the internal 

organizational climate that is visible to employees spills over on the customers because of 
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the psychological and physical closeness that is encountered between both parties 

(Schneider, Wheeler, & Cox, 1992).  Service managers are cognizant of the fact that both 

“frontline workers and customers need to be the center of management concern” (Heskett, 

et al., 1996, p. 164).  While it is important to gain the perspectives of customers on 

satisfaction levels of service delivered, it is equally essential to examine employees’ 

perceptions of organizational strategic practices to see how this relates to their levels of 

engagement which helps to promote service quality. 

The increasingly dynamic and highly service-oriented tourism industry provided 

an appropriate setting for this study.  A brief overview of global tourism is provided 

describing the significant contributions to nations and the importance of the industry’s 

success.  

Brief Overview of Global Tourism 

Tourism is a complex phenomenon and as a consequence there is no universally 

accepted definition (Riley, Ladkin, & Szivas, 2002).  Tourism is described as “a 

multidimensional, multifaceted activity which touches many lives and many different 

economic activities” (Cooper, Fletcher, Wanhill, Gilbert, & Shepherd, 2000, p. 8).  Most 

basic definitions of tourism involve some element of traveling away from one’s home 

environment with some form of expenditure taking place (Robinson, 2009; Timothy, 

2001).  An early definition of tourism is “the art, science, and business of attracting and 

transporting visitors, accommodating them, and graciously catering to their needs” 

(McIntosh, 1977).  The World Travel and Tourism Council (2000) defined travel and 

tourism as: 
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“a collection of products (durables and non-durables, consumer and capital) 

and services (activities) ranging from airline and cruise ship fares, to 

accommodations, to restaurant meals, to entertainment, to souvenirs and gifts, 

to immigration and park services, to recreational vehicles and automobiles, to 

aircraft manufacturing and resort development” (p. 5)   

Gartner (1996) proposed a more concise definition of the term stating that tourism occurs 

“when an individual changes physiological place and psychological pace.  Simply put, 

tourism is a change of place and pace” (p. 7). 

The tourism industry is becoming increasingly important because of its major 

contribution to the overall global economy.  This unique industry has become one of the 

world’s largest and fastest growing, making tourism a leader within the global service 

sector.  Governments in both developed and developing countries recognize the industry 

as a mechanism not just for economic but also social advancement (World Travel & 

Tourism Council [WTTC], 2007).  At the national level, tourism is a major generator of 

foreign exchange earnings and contributes significantly to GDP. 

By nature, the industry is heavily human resource intensive.  The industry’s 

success is critically dependent on the skill level and professionalism of the workforce 

(WTTC, 2010).  One of the greatest benefits of tourism to the host country is 

employment creation (Liu & Wall, 2005; Szivas, Riley, & Airey, 2003).  Tourism 

provides a wide variety of jobs across the employment spectrum (WTTC, 2006) allowing 

access to people with various skills and competencies, ranging from professionals, 

skilled, semi-skilled, to unskilled labor (Baum, 2002).  In addition, the industry provides 
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jobs for individuals in industries that are indirectly related to tourism and this explains its 

multiplier effect on economies (Charles, 1997; Crick, 2008). 

In spite of the recent global economic crisis, WTTC (2011) research confirmed 

that travel and tourism continues to be a leading employer accounting for more than 8% 

of global employment.  To face the difficulties brought on by global economic recession, 

in addition to other industry challenges, it is important for tourism organizations to invest 

heavily in improving service quality (Papatheodorou, Rossello, & Xiao, 2010).  Now, 

more than ever, tourism organizations are more obliged to meet customers’ demands.  

Therefore, it is crucial that organizations plan and implement strategies to better prepare 

and equip employees with the relevant competencies needed to perform and become 

more highly involved in the development and success of the industry.  

The image of island destinations is exceptionally attractive and provides reasons 

for tourists to travel.  Consequently, tourism drives economic and social growth in 

numerous developing island nations of which Jamaica is no exception.  Below is a brief 

synopsis of tourism in Jamaica.  The significance of employee attitudes in the employee-

customer relationship and its implications for continued success in a major sector of 

Jamaica’s tourism industry is underscored.  

Jamaica: A Tourism-dependent Island Nation 

Jamaica is the largest English-speaking Island in the Caribbean region which is 

described as the most tourism-intensive and dependent region in the world (Jayawardena, 

2002).  In Jamaica, tourism and hospitality became more prominent in the 1960s when 

other traditional sectors such as agriculture and mining were on the decline.  Since the 

1980s, tourism has been the largest generator of revenue and foreign exchange earnings 
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in the Jamaican economy (Ying, 2001).  Tourism, as a single industry, provides 

employment for a relatively large percentage (24%) of the total workforce (WTTC, 2009).  

Tourism also serves as a vehicle for growth in other industries such as agriculture, 

construction and engineering, manufacturing, banking and finance.  As a result, many 

Jamaicans are either directly or indirectly dependent on tourism for their livelihood 

(Charles, 1997).  The industry is often referred to as the engine of the economy (Charles; 

Jayawardena, 2002).   

Although Jamaica had to diversify its tourism product, the image of the island as a 

vacation destination remains, to a large extent, sun, sea, and sand based.  The ‘sun, sea, 

and sand’ product was particularly enhanced through the establishment of the all-

inclusive hotel sector which currently dominates Jamaica’s hospitality product (Crick & 

Campbell, 2007).  These hotels provide for the various needs of the tourists in terms of a 

pre-paid fee for most services.  ‘All-inclusive’ is a trip planned and paid for in advance, 

covering commercial transportation, accommodation, meals, and recreational activities 

(Issa & Jayawardena, 2003).  The model is described as the most successful, “vibrant, 

dynamic, and fastest growing subsector in the tourism industry” in Jamaica (Issa & 

Jayawardena, p. 169).  The all-inclusive hotels make the largest contribution to GDP in 

Jamaica.   

This concept originated in holiday camps in Britain in the 1930s and was later 

expanded and popularized by the French company Club Meditarranee (Club Med).  In the 

1970s, Jamaica became the first country in the Caribbean to take the model a step further.  

During a time of economic adversity, there was the need to innovate and differentiate 

hotel properties to maintain success in the tourism marketplace.  According to Crick and 
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Campbell (2007), the ‘rooms-only’ design could no longer suffice to maintain a 

competitive advantage.  In addition, to meals, accommodation, caring staff, and 

recreational activities, the concept was broadened to include practically everything a 

hotel has to offer, including drinks, taxes, and transfers to and from the airport.   

Overall, the all-inclusive sector represents a growing share of the tourist sector 

worldwide (Issa & Jayawardena, 2003; Poon, 1998).  The customer demand for all-

inclusive hotels, “…suggests that they could be a powerful force in the future of…the 

industry” (Poon, ¶1).  Furthermore, in Jamaica, the all-inclusive concept is “becoming a 

fixture of the vacation landscape…as customer demands fuel its expansion and the 

product evolves to meet the need of today’s travelers” (Issa & Jayawardena, 2003, p. 

168).  Today, there are more than 500 all-inclusive resorts worldwide, with the majority 

located in the Caribbean region (Rayna & Struikova, 2009).  As a result, competition 

among all-inclusive resorts has intensified.  

In all-inclusive hotels, customers enjoy high quality restaurants, planned 

entertainment, a variety of recreational activities, and guided tours beyond the boundaries 

of the property (Heung & Chu, 2000).  On these properties, customers are assured of 

increased financial benefits and also a sense of physical security while vacationing (Poon, 

1998).  While the image or physical attractiveness of the destination influences customer 

satisfaction (Prayag, 2009), the nature and design of all-inclusive hotel properties 

inevitably promotes increased direct contact of employees with customers.  Therefore, it 

is important to create and maintain strong employee-customer relationships.  As a result, 

employee attitudes play a critical role in delivering quality service which is vital for 
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customer satisfaction and loyalty.  However, in Jamaica and the Caribbean as a whole, 

the all-inclusive phenomenon has received virtually no academic analysis (Crick, 2008). 

A vital pillar supporting tourism and hospitality is the attitudes of its employees 

(Crick & Campbell, 2007).  However, few studies have examined the subject and only 

“little, if any, analysis of the structures and systems used to create and enhance the 

appropriate attitudes” has been done (Crick, 2003, p. 161).  For a nation so dependent on 

tourism for overall development, it is important for industry leaders and managers to 

know how organizational strategic practices foster employees’ level of engagement.   

An organizational culture that emphasizes the importance of service quality will, 

through its policies and practices, encourage excellent service-giving attitudes that allow 

organizations to be distinct from its competitors.  Organizational culture, one of the 

theoretical perspectives underpinning the study, will be explored in the following section. 

Organizational Culture 

The short- and long-term success of an organization can be significantly 

influenced by the culture of the organization (Kreitner & Kinicki, 2007).  Both managers 

and academic researchers believe that organizational culture can drive employee attitudes, 

service quality, and organizational effectiveness (Kreitner & Kinicki; Simpson & 

Cacioppe, 2001).  A short history, definitions, and functions of organizational culture as 

well as the role of culture in service organizations are presented.  In addition, studies 

examining the relationship between culture and organizational effectiveness are described. 

On the History and Definition of Organizational Culture 

The term culture is derived from anthropology to refer to customs and rituals that 

societies develop over time (Schein, 2004).  Culture became more applicable to 
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organizations as researchers interested in organizational phenomenon found a need for 

the concept to explain different patterns in organizational behavior and levels of stability 

in groups (Schein, 1990).  Culture serves its purpose by allowing organizations to 

differentiate from others, especially as it relates to levels of effectiveness (Pettigrew, 

1979).   

An increasing number of researchers, practitioners, managers, and leaders have 

found organizational culture to be useful in analyzing and managing organization (Schein, 

1992).  Given the impact culture has on organizational theory, Schein (2004) stated that 

leaders are more aware now than ever of the significant role culture plays in encouraging 

learning and change in the workplace.  In fact, Schein (2004) used the analogy of what 

personality or character is to an individual to describe the importance of culture to an 

organization.  In the same way that personality guides and constrains behavior so does 

culture guide and constrain the attitudes and behaviors of members of a group through 

shared norms. 

There is a lack of agreement on how the term organizational culture is defined 

(Lewis, 1998).  Generally, the definitions share common themes as noted below.  

Schneider (1986) defined organizational culture as: 

(a) the values that lie beneath what the organization rewards, supports, and 

expects; (b) the norms that surround and/or underpin the policies, practices, 

and procedures of organizations; (c) the meaning incumbents share about what 

the norms and values of the organization are. (p. 65) 

Corporate culture was defined by Gronroos (2007) as “the pattern of shared values and 

beliefs that give the members of an organization meaning, and provide them with the 
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rules for behavior in organizations” (p. 415).  One of the most widely used definitions of 

organizational culture was offered by Schein (1990): 

a pattern of shared basic assumptions that the group learned as it shared its 

problems of external adaptation and internal integration, that has worked well 

enough to be considered valid and, therefore, to be taught to new members as 

the correct way to perceive, think, and feel in relation to those problems. (p. 

17) 

Overall, culture is a set of meanings shared by members of an organization thereby 

distinguishing one organization from the other (Kusluvan & Karamustafa, 2003).   

It is important to note the difference between the concepts ‘climate’ and ‘culture’ 

as the two interrelated terms are often confused or used interchangeably.  Climate is the 

way in which workplace environments are perceived and interpreted by employees 

(James & Jones, 1974).  In other words, the climate of the organization affects how 

employees feel and behave in the workplace (Lam & Lau, 2008).  Schein (1990) stated 

that climate is a surface manifestation of culture.  Climate refers to tangible policies, 

practices, and behaviors that get rewarded and supported and are manifested as a result of 

the underlying beliefs, values, and assumptions in the organization’s culture (Chung & 

Schneider, 2003).  In sum, both climate and culture refer to how an organization is 

experienced by its members and how they make sense of their work environment (Chung 

& Schneider).   

Functions of Organizational Culture 

Organizational culture builds stability among the members of an organization as it 

is about shared meanings, values, attitudes, and behaviors.  The strength of a culture is a 
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function of the stability of the group and the length of time of its existence as well as the 

intensity of the group’s experiences of learning and the means by which learning takes 

place (Schein, 1990).  Developing an organizational culture begins with leadership; 

leaders must create and implement a vision and strategic plans that fit appropriately with 

the context of the organization (Kreitner & Kinicki, 2007; Schein, 2004).   

Culture not only stabilizes but defines the group by creating a sense of identity 

among the members of an organization (Schein, 2004) and therefore, differentiates an 

organization from others (Pettigrew, 1979).  This sense of identity acts as a social glue 

that helps hold the organization together and furthermore operate as a control mechanism 

that shapes the attitudes and behaviors of employees (Dwyer, Teal, & Kemp, 1998).  The 

culture of an organization is not determined by chance but it is formed and shaped by the 

“integration and combination of everyone who works in the organization” (Kreitner & 

Kinicki, 2007, p. 85).   

Organizational culture allows members to understand the overall goals and 

objectives of the organization.  In addition the culture of the organization allows 

employees to connect their individual roles with its ultimate purpose.  Culture 

encompasses all aspects of the operation of an organization.  This implies that “rituals, 

climate, values, and behaviors tie together into a coherent whole” (Schein, 2004, p. 15) 

allowing the organization to operate effectively and efficiently.  Overall, culture 

determines how an “organization sets strategies, develops goals, chooses the means for 

reaching those goals, decides to measure its progress and controls output, and how it 

decides to remedy situations that are out of line with goals” (Schein, 1986, p. 31).  
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Culture plays an important role in the formulation and implementation of organizational 

strategic practices.   

Culture in Service Organizations 

Managing an organizational culture is important for any business.  However, for 

service organizations a strong and well-established culture that enhances an appreciation 

for quality service is extremely important (Gronroos, 2007; Kusluvan & Karamustafa, 

2003).  Gronroos mentioned that in a service-oriented culture the organization’s 

employees are characterized as being service- or customer-focused.  This means that 

employees have the ability to enjoy their jobs when interacting with customers while 

achieving customer satisfaction and respect from customers.  Being service- or customer-

focused is a direct consequence of management’s commitment to quality service 

(Johnson, 1996).   

Leadership and management play an important role in establishing a service-

oriented organizational culture.  More specifically, HRM and HRD functions have great 

responsibility in establishing and maintaining a service-oriented culture.  For example, 

recruitment and selection procedures, reward systems, and training and development 

programs, are vital parts of an organizational culture (Gronroos, 2007).  A culture that 

promotes on-going learning activities is claimed to have a direct effect on post-training 

behaviors of employees (Tracey, Tannenbaum, & Kavanagh, 1995).  Employees will be 

service-focused if they feel that “organizational routines, directions for action given by 

policies and leadership and reward systems indicate that focusing on giving good service 

is important” (Gronroos, p. 416).  Excellent service from employees should be rewarded 

and accomplishments recognized and measured in a way that employees understand the 
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importance of service.  When employees identify with the cultural values of an 

organization, they feel a part of the organization, they are less inclined to quit, and 

customers are more satisfied with the service provided (Gronroos).   

Berry, Zeithaml, and Parasuraman (1990) identified culture as a tool for 

narrowing the gap between customer expectations and how employees deliver service.  In 

sum, a culture that embraces service-orientation is viewed as a prerequisite for service 

firms to excel (Kusluvan & Karamustafa, 2003).  The following section briefly describes 

empirical studies that investigated the relationship between organizational culture and 

performance as mediated by employee attitudes. 

Studies Related to Organizational Culture 

Culture has been studied for many years and more recently, several scholars have 

recognized the importance of organizational culture on employee attitudes and 

performance.  A study in three companies in Taiwan examined the impact of specific 

types of culture (bureaucratic, innovative, and supportive) that dominate in organizations 

and the relationship with employee work attitudes (Silverthorne, 2004).  Findings 

indicated that culture played an important role in employees’ job attitudes since there are 

differences in levels of job satisfaction and organizational commitment depending on the 

dominant culture in the organization.  In an organization where a bureaucratic culture is 

dominant, it was found that levels of job satisfaction and organizational commitment 

were lowest.  Innovative and supportive cultures had the highest levels of job satisfaction 

and organizational commitment.  The result suggested that organizations with a 

bureaucratic type of culture have a greater problem of maintaining employee job 
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satisfaction and organizational commitment than organizations with innovative and 

supportive cultures.   

In a major diversified manufacturing company in Taiwan, McKinnon, Harrison, 

Chow, and Wu (2003) reported strong positive associations between organizational 

culture values and employee attitudes.  Four of seven dimensions of organizational 

culture (innovation, respect for people, stability, and aggressiveness) were strongly 

associated with affective commitment, job satisfaction, propensity to remain, and 

information sharing. 

Berson, Oreg, and Dvir (2008) in a study of CEOs investigated the relationships 

among CEO values, organizational culture, and performance.  It was found that cultural 

dimensions showed differential associations with company sales growth, index of 

organizational efficiency, and assessments of employee satisfaction.  CEOs self directive 

values were positively associated with innovative cultures.  CEOs security values were 

positively associated with organizations bureaucratic cultures and CEOs benevolence 

values were positively linked with organizations supportive cultures.  Findings also 

revealed that an innovative culture had a positive effect on sales growth, a bureaucratic 

culture was negatively linked to employee satisfaction, and a supportive culture was 

positively associated with employee satisfaction.   

It can therefore be asserted that an organization that is supportive of a service-

oriented culture and involves employees in aspects of service training is likely to generate 

higher levels of employee engagement.  In the following section, the social exchange 

theoretical perspective which also underpins the study is presented. 
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Social Exchange Theory 

Social exchange theory has been one of the most influential theoretical 

perspectives in the fields of social psychology, sociology, and economics (Cook & Rice, 

2003). The origin of social exchange theory as well as much of the foundational work can 

be credited to George Casper Homans, Peter Blau, and Richard Emerson.  Though there 

are slight variations in their perspectives on the concept, the general consensus is that 

social exchange is a process of negotiated exchanges between parties.  Social exchanges 

involve unspecified obligations, in that, when one individual does a favor for another, in 

so doing develops an expectation of a return some time in the future.  The other party 

having received something of value develops a sense of obligation to reciprocate 

(Masterson, et al., 2000).  Therefore, interdependence is considered a central feature to 

the theory of social exchange (Molm, 1994).   

Reciprocal interdependence emphasizes “contingent interpersonal transactions, 

whereby an action by one party leads to a response by another” (Cropanzano & Mitchell, 

2005, p. 876).  In other words, the process begins when one party acts, and if the other 

reciprocates, new rounds of exchanges begin.  Therefore, all human relationships are 

established on the basis of a subjective cost-benefit analysis and the comparison of 

alternate choices (Blau, 1964; Emerson, 1976; Homans, 1958).  In the case of workplace 

relationships, social exchange occurs when an employer is supportive of employees who 

are supportive of organization goals through attitudes and behaviors (Cropanzano & 

Mitchell). 
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Social Exchange in Organizations 

There has been growing interest in the role of exchange processes in organizations, 

especially as organizations strive to maximize the potential of their human resources 

(Konovsky & Pugh, 1994; Rousseau, 1990).  Social exchange has long been used by 

organizational researchers to explain the motivational basis behind employees’ attitudes 

and behaviors (Cropanzano & Mitchell, 2005).  There are two primary ways in which the 

exchange relationship has been conceptualized in the management literature: (1) a global 

exchange relationship between employees and the organization, and (2) a more focused 

dyadic relationship between subordinates and their supervisors/superiors (Settoon, 

Bennett, & Liden, 1996).   

Employees develop global beliefs concerning the extent to which organizations 

value their contributions and care about their well-being.  Employees seek a balance in 

their exchange relationships with their organization by having attitudes and behaviors 

proportionate to the degree of employer commitment to them as individuals (Eisenberger, 

Huntington, Hutchinson, & Sowa, 1986).  Social exchange has also been used to explain 

why subordinates become obligated to superiors to the extent where they perform even 

beyond formal contractual agreements (Settoon, et al.).  Overall, these relationships are 

based on social exchange wherein “each party must offer something the other party sees 

as valuable and each party must see the exchange as reasonably equitable or fair” (Graen 

& Scandura, 1987, p. 182).  These two types of social exchanges influence employee 

attitudes (Wayne, Shore, & Liden, 1997).   

Social exchange theory has been used to explain why employees are loyal to 

organizations (Eisenberger, et al., 1986).  Research findings have suggested that 



36 

  

organizations positive and beneficial actions toward employees contribute highly to 

meaningful exchange relationships (Konovsky & Pugh, 1994).  Such relationships 

generate a feeling of obligation on the part of employees to reciprocate in favorable ways 

or to increase functional behavior that support the goals of the organization (Settoon, et 

al., 1996; Shore & Wayne, 1993).  McNeely and Meglino (1994) noted that individuals 

express in different reciprocation efforts depending on the exchange partner.  Individuals 

seek to reciprocate in ways that maximize the probability that the exchange partner will 

notice (Blau, 1964).  Issues of fairness and trust are crucial to develop and maintain 

social exchange relationships (Konovsky & Pugh).  When organizations treat employees 

fairly, through supportive leadership, HRM and HRD practices, employees reciprocate 

and engagement is one channel for employee reciprocation. 

Studies Related to Social Exchange Theory 

In spite of theoretical ambiguities in the theory of social exchange, the concept 

has become valuable in explaining workplace behavior (Cropanzano & Mitchell, 2005) 

and provides a framework for understanding employee attitudes and behaviors essential 

for organizational effectiveness.  In an empirical study done in the healthcare setting, 

Konovsky and Pugh (1994) examined a social exchange relationship model of 

organizational citizenship behavior (OCB).  In the study, procedural justice (use of 

procedurally fair practices) was hypothesized as central to the development of employee 

trust in their supervisors.  It was also assumed that trust in supervisor mediated the 

relationship between procedural justice and OCB.  Results from the study were consistent 

with the authors proposed social exchange model of OCB.  Employee trust in a 

supervisor mediated the relationship between procedural justice and OCB.  Findings 



37 

  

suggested that OCB occurred in a context in which social exchange characterizes the 

quality of superior-subordinate relationships.  Konovsky and Pugh also noted that 

although alternative theoretical frameworks may explain additional variance in OCB, 

social exchange is important for explaining and predicting OCB.   

Social exchange has also been used to explain the relationship of perceived 

organizational support and leader-member exchange with employee attitudes and 

behavior.  In a study, Settoon, et al. (1996) investigated these relationships by examining 

the contributions of the employee-organization exchange and the subordinate-supervisor 

exchange.  The purpose of the study was to determine whether exchange relationships 

among employees, their immediate supervisors, and the organization explained different 

employee attitudes and behaviors.  Perceived organizational support showed a stronger 

relationship with organizational commitment than leader-member exchange.  On the 

contrary, leader-member exchange was more highly related to citizenship behavior than 

perceived organizational support.  The more the supervisor-subordinate exchange was 

based on mutual trust, loyalty, interpersonal affect, and respect for each other, the better 

the subordinate’s performance in terms of expected or citizenship behaviors.  The results 

suggested that desired work attitudes, both formal role requirements and roles that 

extended beyond that specified in the employment contract, were associated with the 

nature of the exchange relationship.   

Building on previous research, Eisenberger, Stinglhamber, Vandenberghe, 

Sucharski, and Rhoades (2002), conducted three studies to investigate the relationships 

between employees’ perception of supervisor support, perceived organizational support, 

and employee turnover.  The studies suggested that supervisors, “to the extent that they 
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are identified with the organization, contribute to perceived organizational support and 

ultimately to job retention” (p. 565).  Employees’ perception of organizational support 

strengthened commitment, citizenship behavior, retention, and performance through a 

reciprocation process.   

Social exchange theory can also be used as a theoretical perspective to support 

and provide explanation for the relationships among organizational service orientation, 

customer service training, and employee engagement.  When employees receive 

economic and socio-emotional resources from their organizations they feel more obliged 

to respond by repaying the organization (Cropanzano & Mitchell, 2005).  As Saks (2006) 

stated, employees will be more devoted to work cognitively, emotionally, and physically 

as a way of responding to actions taken by the organization.  If certain conditions are met 

by the organization, employees will become engaged in their role performance (Khan, 

1990).  In an organization where service orientation and customer service training is a 

priority, employees will highly likely be more engaged.  Employees are more likely to 

exchange levels of engagement depending upon the resources and benefits offered by the 

organization.   

The following section describes the concept of organizational service orientation.  

However, before presenting this information it is important to highlight three key 

characteristics of service that make positive employee attitudes essential for service 

organizations. 

Characteristics of Services 

Service organizations and their employees differ from the traditional 

manufacturing- and product-based organizations because they offer intangible products 
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that are produced, presented, and consumed in a single episode or in a series of closely 

related episodes (Susskind, et al., 2003).  There are three key characteristics of services 

that make employee attitudes vital for service organizations.  These characteristics are (1) 

intangibility, (2) inseparability, and (3) heterogeneity or variability (Gronroos, 2007; 

Kusluvan, 2003; Parasuraman, et al., 1985).  Intangibility means that services are 

performances that create value, packaged in the form of deeds and actions that customers 

are unable to feel or touch in the same way as tangible goods before purchasing (Kurtz & 

Clow, 1998).  Goods are produced, then sold and consumed, whereas, services are sold, 

then produced, and consumed simultaneously.  This explains the inseparability of the role 

of the service provider and consumer (Gronroos; Schneider & Bowen, 1995).  While it is 

possible to manufacture goods in a factory and later sell or deliver to customers, service 

providers and customers cannot be separated during the delivery process and 

consumption of the service.  Customers actually participate in the production of the 

service. Heterogeneity or variability means that “service employees will perform the 

same service differently and even the same service employee will provide varying levels 

of service” (Kurtz & Clow, p. 13).   

There are significant interactive qualities in the service encounter (Gronroos, 

2007).  The intangibility, inseparability, and variability characteristics of services make 

employee attitudes critical for service quality, customer satisfaction, and organizational 

performance (Kusluvan, 2003).  Therefore, the management of employee attitudes is 

critical to the success of service organizations.  Organizations with a service oriented 

predisposition can encourage employees to perform consistently well and be more 

engaged in the process of improving service quality.  
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Organizational Service Orientation 

Many argue that service quality is key to the long-term success of service 

organizations (Gronroos, 2007; Heskett et al., 1994; Zeithaml, et al., 1996).  A dominant 

way for service organizations to deliver quality service and to be successful is through a 

service-oriented strategy.  Service orientation can be conceptualized from two different 

perspectives (Homburg, Hoyer, & Fassnacht, 2002).  The first perspective conceptualized 

service orientation at the individual level.  In this body of research, service orientation is 

treated as an individual personality variable which originates from a set of attitudes 

innate to each employee thereby making some individuals more service-oriented than 

others (Hogan, Hogan, Busch, 1984; Homburg, et al.).  In addition to technical 

competencies, some jobs, especially within the service sector, require non-technical or 

soft skills of employees.  As such, the usefulness of personality measures and other 

appropriate hiring procedures in recruiting the right person for the job is extremely 

valuable for effective performance (Huselid, 1995).   

The other perspective conceptualizes service orientation at the organizational 

level.  Homburg, et al. (2002) noted that the organizational level can be further separated 

into two foci.  In the first foci, service orientation can be applied to a business strategy 

that is more externally focused as it relates to the extent to which environmental 

characteristics are important to the organization’s marketing strategy (Homburg, et al.; 

Treacy, 1995).  In the second foci, service orientation looks at “internal organizational 

arrangement parameters” (Homburg, p. 87) which involve internal design characteristics 

such as the organizational structure, climate, and culture (Lytle, et al., 1998; Schneider, 

Wheeler, & Cox, 1992).  Lytle, et al. observed that “scholars and business executives 
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have become increasingly interested in the concept of an organizational service 

orientation” (p. 456).  This study focused on service orientation at the organizational 

level specifically as it relates to its internal functioning and processes.  

Lytle and colleagues (1998; 2000) contributed much of the literature that 

concentrates on the internal perspective of organizational service orientation.  Lytle, et al. 

(1998) defined organizational service orientation as “an organization-wide embracement 

of a basic set of relatively enduring organizational policies, practices, and procedures 

intended to support and reward service-giving behaviors that create and deliver ‘service 

excellence’” (p. 455).   

An organization that is service oriented will plan, proactively engage, and reward 

service-giving practices that reflect the belief that outstanding service is a strategic 

priority (Lytle & Timmerman, 2006).  Therefore, service orientation is a defining factor 

in the creation of quality service and value (Lytle & Timmerman).  Consequently, it is 

critical for organizations to identify, understand, and measure what service orientation is 

and what particular service practices are required to produce and deliver excellent service 

(Hallowell, Schlesinger, & Zornitsky, 1996).  Failing to manage an organizational service 

orientation may restrain service quality and organizational effectiveness (Lytle, et al., 

1998).   

There are four fundamental elements representing the domain of organizational 

service orientation: (1) service leadership practices, (2) human resource management 

practices, (3) service encounter practices, and (4) service systems practices (Lytle, et al., 

1998).  In the following section each of these four elements are described. 
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Service Leadership Practices 

Leadership has a substantial effect on the overall effectiveness of organizations.  

Leadership can guide the development of human resources and their performance in a 

variety of organizational contexts including service organizations (Dvir, Eden, Avolio, & 

Shamir, 2002).  Leadership is one of the most essential ingredients for creating and 

maintaining an effective service orientation (Schneider, 1980).  The attitudes and 

behaviors of leaders shape the service orientation of organizations (Berry, Parasuraman, 

& Zeithaml, 1994).  In a study by Church (1995), it was found that leadership behaviors 

of managers were directly related to service quality and performance at the unit level in 

organizations. 

According to Siehl (1992), it is necessary to reiterate the importance of service 

leadership.  To be viewed as a service leader, service employees must be perceived by 

customers as being caring, courteous, supportive, flexible, and understanding.  There is a 

positive impact of being evaluated by customers as a service leader.  Siehl found that 

organizations evaluated as service leaders were able to charge 9% to 10% more for their 

services.  These organizations improved market share by 6% per year and average return 

on sales was 12% compared with 1% for firms evaluated as poor service providers.   

Human Resource Management Practices  

The employees in an organization are the most important asset serving as a source 

of competitive advantage.  There are certain human resource management (HRM) 

activities that organizations should adopt to maximize on the potential of employees 

(Huselid, 1995).  HRM practices include job analysis, performance appraisal, 

development initiatives, compensation, and labor relations (Werner, 2000).  HRM 
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activities have been found to be positively related to organization performance (Harel & 

Tzafrir, 1999; Huselid, 1995; Wright & Kehoe, 2008).  Lytle and Timmerman (2006) 

stated that “the organization’s ability to produce external service quality is directly 

related to issues of internal service quality” (p. 565).  In support of this point, Schneider 

and Bowen (1993) suggested that the key to managing the customer’s experience is to 

manage the experiences of the employees within the organization.  The authors further 

argued that in managing employee experiences in the workplace, HRM and HRD are 

crucial.   

Customers reflect on their experiences more positively when employees rate the 

HRM practices of their organization favorably (Schneider & Bowen, 1993).  HRM 

practices have a direct and positive influence on service quality and organizational 

performance (Schneider, Wheeler, & Cox, 1992).  Lytle and Timmerman (2006) further 

noted that an organization that is service oriented will have a focus on sound HRM 

practices.   

Service Encounter Practices 

Lytle and Timmerman (2006) defined service encounters as any company 

interactions with customers.  Service encounters are described as “moments of truth” 

because frontline employees serve as the point of contact and create an image of, or 

represent the organization in the mind of the customer (Carraher, Mendoza, & 

Schoenfeldt, 2003).  Many thousands of ‘moments of truth’ occur each day.  Lytle, et al. 

(1998) found that two important aspects of service encounter are customer treatment and 

employee empowerment.   
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As mentioned by Lytle and Timmerman (2006), customer treatment, at its most 

basic level, is service quality.  Customer treatment means that service employees must 

pay attention to satisfying the customers’ needs and preferences and offer individualized 

attention and response to make each customer feel special (Gonzalez & Garazo, 2006).  It 

is also important for employees to put the needs of customers before their own (Lytle, et 

al.) and to restrict the occasions when customers are disappointed.  Organizations that are 

able to create this culture will experience increased probability of positive perceptions of 

service in the minds of the customers (Parasuraman, et al., 1988). 

Empowerment is the act of vesting substantial responsibility to employees 

(Barbee & Bott, 1991).  In other words, empowerment enables the employee to have a 

degree of autonomy or control over significant aspects of their work life that will enhance 

service expectations of customers (Lashley, 1999).  Employee performance in the service 

encounter is difficult to standardize given the dynamic nature of the industry hence, the 

importance of allowing employees some amount of autonomy.  An empowered employee 

is said to respond more quickly to customers’ requests and complaints and is more 

engaged in service encounters.  When employees are empowered there is greater 

potential to transform service delivery encounters (Lashley, p. 31).    

Service Systems Practices 

Service systems may be described as the systems utilized to deliver consistent 

service quality to customers (Lytle, et al., 1998).  Designing customer-friendly service 

systems contributes to the organization’s ability to deliver quality service.  The delivery 

of consistent service quality depends on how effective the service creation and service 

delivery system is designed and how well it functions (Lytle, et al.).    
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A number of service-driven practices and procedures must be combined to form a 

service system to facilitate the delivery of service quality for customers.  Service systems 

practices include service failure prevention and service recovery practices, service 

standards communication, and service technology.  Each of these service-related 

practices is essential to create and deliver outstanding service quality and is linked to 

service performance.   

Studies Related to Organizational Service Orientation 

Few studies on organizational service orientation and the connection between 

organizational performance and employee attitudes have been conducted.  Two of these 

empirical studies are noted for making valuable contributions.  Lytle and Timmerman 

(2006) examined the relationship between organizational service orientation and 

organizational performance in the banking sector.  Findings indicated that organizational 

service orientation was positively related to service quality image and profitability.  

Employee outcomes such as employee commitment and esprit de corps (a kind of team 

spirit that pervades the organization), were positively and significantly related to service 

orientation.  In addition, it was also found that job satisfaction was not significantly 

related to service orientation. 

Gonzalez and Garazo (2006) conducted a study in hotels in the north-west region 

of Spain.  The authors examined the relationships between organizational service 

orientation, job satisfaction, and organizational citizenship behavior of customer-contact 

employees.  In this study, data were collected from both frontline employees and 

managers.  The study provided empirical evidence on the positive effect of organizational 

service orientation on employee job satisfaction and citizenship behaviors in the 
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hospitality sector.  Based on the results, it was recommended that managers should use 

service leadership practices and service encounter practices to directly influence 

organizational citizenship behavior, and HRM practices to improve employee job 

satisfaction and organizational citizenship behavior. 

Customer service training is also a key strategic approach adopted by service 

organizations to help employees’ improve in knowledge, skills, and abilities to promote 

service-giving attitudes of employees.  Customer service training and its implications for 

service quality are discussed in the following section.   

Customer Service Training 

Training and development is a major component of HRD (Swanson & Holton, 

2009).  Training and development has the potential to improve expertise needed to create 

new strategic direction for the organization and should therefore, be strategically aligned 

to the organization’s goals considering its link to organizational performance (Swanson 

& Holton).  To keep pace with the constantly changing and competitive environment, 

organizations are likely to provide training and development opportunities to enable 

employees to respond appropriately and in unique ways to new challenges (Narayan & 

Steele-Johnson, 2007).  Training is often positioned at the forefront of organizational 

priorities (Lin & Darling, 1997).   

In service firms it is the employee-customer relationship that determines the 

actual service level experienced by the customer; therefore it is critical to focus on the 

HRD component (Schneider & Bowen, 1985).  Training is one of the major 

organizational HRD-related practices relevant for improved employee performance in 

service settings (Liao & Chuang, 2004).  Service organizations value investment in their 
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people and specifically invest in service skills training to enhance the ability of 

employees to meet complex and changing demands of customers (Schlesinger & Heskett, 

1991).  Effective training and development is an essential aspect of promoting a true 

customer service philosophy (MaCaulay & Cook, 2008).  By training employees, the 

knowledge and attitude requirements for delivering good service can be achieved 

(Gronroos, 2007).   

Service training sets clear behavioral standards across all aspects of a service 

encounter (Liao & Chuang, 2004).  Customer service training must be designed in 

accordance with the specific needs of the service offered.  It is crucial that employees 

know and understand what they do and why, to be able to provide a high level of service 

to the customers (Gonzalez & Garazo, 2006).  Employees should know the importance of 

their roles and how it is linked to the large goals and objectives of the organization 

(Gonzalez & Garazo).  Gronroos (2007) pointed out that all employees, not just frontline 

staff, should be knowledgeable of the organization’s mission, strategies, and overall 

objectives, in addition to the goals of their own department as well as personal goals.  

Given the importance of training to service quality, MaCaulay and Cook (2008) noted 

that to create a true service orientation within the organization, customer service training 

should not be restricted to frontline employees.  Rather, all employees should participate 

in aspects of customer service training. 

Customer service training should not only lead to improvement of skills but also 

to change the ways employees perceive their jobs and the organization (Lin & Darling, 

1997). Gronroos (2007) stated that in service training programs, knowledge-oriented 

training and attitude training are both linked.  The more knowledgeable employees are, 
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the easier it is to have a positive disposition toward the job. Therefore, training can 

influence employees’ attitude toward customers (MaCaulay & Cook, 2008).  It is difficult 

to change attitudes without knowledge of why the organization is a service firm, what is 

required of employees and why.  Gronroos emphasized that “pep talks may help on some 

occasions but if people do not have the facts they will never create enduring service-

focused attitudes…” (p. 425).  To become effective in customer service, organizations 

should engage in service-oriented organizational learning and this learning or training 

should be continuous (Lin & Darling).   

In general, tourism and hospitality is not recognized as a leader in providing 

employee training (Baum, 2002; Jane, 2003).  However, constant changes in customer 

demands, increasing desire for customer satisfaction, and the need for greater job 

satisfaction in this sector, have contributed to training being one of the most important 

issues facing the industry today (Jane).  Consequently, training is of higher priority now 

than in the past, especially in the large hospitality organizations (Nolan, 2002).   

Broad estimates suggested that over 8% of the global workforce is employed in 

the tourism and hospitality sector (WTTC, 2011).  The sector faces challenges in 

matching its skills requirements to the changing needs of customers.  Frontline employee 

jobs are at the lower end of the job scale and their jobs are often described as low skilled 

in nature.  Wages are generally low, in many cases resulting in high levels of labor 

turnover (Baum, 2002).  Simultaneously, many low-level tourism jobs require excellent 

social and interpersonal skills.  Though these jobs may be considered low skilled they 

often require significant investment in education and training (Baum).  Training is 

important for frontline employees as their role is critical to customer satisfaction (Kim, 
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Leon, & Lee, 2005).  With frontline employees’ contribution to organizational success, 

they must be trained to be loyal, flexible, tolerant, amiable, and responsible (Poon, 1998).  

“At every successful tourism establishment, employees stand out; technology cannot 

substitute for welcoming employees” (Poon, p. 262).  Well-trained employees are likely 

to be more engaged and will deliver high quality service (Jane, 2003).  Furthermore, 

Poulston (2008) suggested that investment in training is recommended even when 

turnover is high as training in general reduces workplace problems. 

Training is one of the most pervasive methods for communicating organizational 

goals to employees and enhancing the productivity of individuals (Aguinis & Kraiger, 

2009).  In this study, three customer service training related variables were assessed: (1) 

personal motivation for customer service training, (2) benefits of customer service 

training, and (3) colleague support for customer service training.  While there are several 

other potential training related variables identified in the literature, these three were 

selected as most important for this study.  Motivation to learn has an effect on 

employees’ willingness to participate in and benefit from training and is noted as the 

main determinant of training outcomes (Fleishman & Mumford, 1989).  Training support 

from colleagues also influences the decision to participate in training.  Much of the 

frontline skills employed in hospitality are also relevant and applicable to other service 

sectors of the economy.  Given the importance and potential impact of training on 

organizations and the cost associated with the development and implementation of 

customer service training, it is important to know how these particular training variables 

relate to organizational service orientation and employee engagement.  Details on each of 

these three training related constructs are provided below. 
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Personal Motivation for Customer Service Training 

Motivation to learn can be described as a “specific desire on the part of the trainee 

to learn the content of the training program” (Noe & Schmidt, 1986, p. 501).  

Performance and benefits from training will be poor if motivation to learn is low or 

absent.  Motivation to learn includes two elements: a broad measure of individual’s 

motivation to learn and a more specific measure of individual’s motivation to learn 

content of training programs (Mathieu, Tannenbaum, & Salas, 1992).   

Noe and Wilk (1993) found that motivation to learn has a positive influence on 

outcomes related to the development activity.  Motivation to learn can be increased when 

employees are aware of the elements and benefits of development activities (Nordhaug, 

1989).  In other words, employees’ awareness of the benefits of training activities will 

increase their readiness to participate.  Noe and Schmidt (1986) suggested that trainees 

will be more motivated to learn if they perceive that: (1) high performance in training 

will lead to high job performance, and (2) high job performance is instrumental in 

obtaining desired outcomes and simultaneously reducing undesirable outcomes.  

Additionally, Mathieu, Tannenbaum, and Salas (1992) claimed that trainees will also be 

motivated to learn if they perceive that performance in training will help them to obtain 

outcomes not directly tied to their current positions but, for example, provides an 

opportunity for career development.  Employees’ perceptions regarding customer service 

training may influence their motivation to learn new skills or apply new skills on the job 

thereby increasing their levels of engagement at work.    
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Benefits of Customer Service Training 

Training and development activities lead to the acquisition of new knowledge or 

skills that result in improved job performances and other positive changes (Noe & Wilk, 

1993).  There has been documented evidence that training activities produce benefits or 

have a positive impact on the performance and growth of individuals, teams, and 

organizations (Aguinis & Kraiger, 2009).  Nordhaug (1989) theorized that there are three 

personal benefits that employees gain from participating in training programs: (1) the 

development of learning motivation, that is, a desire to participate in more training and 

the desire to learn, (2) career development which includes promotions and more 

interesting assignments, and (3) psychosocial development, meaning self-actualization 

and improved capacity to involve oneself in non-work activities.  

Noe and Wilk (1993) later grouped employee training benefits into three broad 

categories: (1) personal benefits, (2) career benefits, and (3) job related benefits.  

Personal benefits reflect the extent to which employees believe that participation in 

training helps to improve performance and progress toward personal development.  

Career benefits result from participation in learning and development programs that lead 

to identifying and reaching career objectives, as well as creating opportunities for new 

career paths.  Job related benefits result in better relationships between peers and 

managers.  Perceptions of the benefits of training are influenced by previous experiences 

in training (Nordhaug, 1989).  It is important to note that, employees who experience one 

type of benefit tend to experience other benefits as well.  Employees have expectations as 

to the returns they will receive from participating in training.   
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Support for Customer Service Training from Colleagues 

Colleague support may be defined as the “extent to which employees believe their 

coworkers are willing to provide them with work-related assistance to aid in the 

execution of their service-based duties” (Susskind, et al. 2003, p. 181).  Research has 

suggested that colleagues can have a positive influence on employees’ learning attitudes 

and their perceptions regarding the benefits that can be gained from training and 

development activities (Noe & Wilk, 1993).  Peers can positively influence employees’ 

attitude toward training by communicating that development activities are valuable 

experiences that will help to develop their skills and overall performance on the job (Noe 

& Wilk). 

Colleague support, whether formal or informal in nature, is usually void of 

hierarchical differences, supplements formal support from managers and supervisors, and 

should be based on the organizational standards for service delivery (Susskind, et al., 

2003).  While employees’ support for customer service training from colleagues is vital 

to the accomplishment of work-related tasks, other tangible issues are also influenced, for 

example employee morale. 

Few studies have been conducted to suggest that customer service training will 

increase employee service knowledge and skills and accordingly improve employee 

service performance to better satisfy customer needs.  Johnson (1996) aimed to identify 

organizational practices and conditions that facilitate the delivery of service by 

determining the relationships between these practices and conditions and actual ratings of 

customer satisfaction.  The study was conducted in 57 branches of a large bank and 

included 538 employees and 7,944 customers.  Among the practices related to the 
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organizations ability to deliver quality service was the need to have well-trained, service-

oriented employees.  Service training was one of the practices most highly related to 

customer satisfaction.   

Other training related studies in tourism and hospitality demonstrate that training 

influences employee attitudes which in turn impacts customer satisfaction.  In a recent 

study, Choi and Dickson (2010) examined the effects of rigorous training programs on 

employee satisfaction and turnover with a lodging company in northeastern US.  The 

results showed that company training programs for the managerial workforce 

significantly increased frontline employees’ satisfaction level and consequently reduced 

the turnover rate. 

From existing theory and research, it is clear that organizational service 

orientation and customer service training are two key strategic practices adopted by 

organizations to enhance employee engagement in the process of improving service 

quality.  Employee engagement is discussed in the following section.  

Employee Engagement 

Traditionally, much of the focus in psychology has been primarily on negative 

states rather than on positive conditions.  Recently there has been a leaning toward 

‘positive psychology’ which focuses on the strengths and optimal functioning of 

individuals rather than on the negative aspects and weaknesses (Seligan & 

Csikszentmihalyi, 2000).  This trend is reflected in organizational psychology where 

there is increased attention on the strengths and capacities of human resources intended to 

improve organizational effectiveness (Luthans, 2002).  One of these positive 
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psychological states is known as employee engagement (Schaufeli, Bakker, & Salanova, 

2006).   

The employee engagement concept is relatively new and is a practitioner-driven 

phenomenon with little academic and empirical research (Macey & Schneider, 2008).  

Saks (2006) emphasized that employee engagement is a ‘hot’ topic in consulting firms 

and the popular business press but as reported by Macey and Schneider the concept is 

slowly gaining increased attention in the academic arena.  Engagement has emerged as a 

fundamental concept underlying workforce motivation and productivity (Gubman, 2004).  

Increasingly, both practitioners and academics alike claim that an engaged workforce can 

create a competitive advantage (Seijts & Crim, 2006).  Discussed in the following section 

are various definitions and views of engagement as shaped from the perspectives of both 

the practitioner and academic literature. 

Employee Engagement from the Practitioner Perspective 

Practitioners, including human resource management and development 

consultants have contributed significantly to the emergence of employee engagement.  

However, two of the most noteworthy are The Gallup Organization and the Institute for 

Employment Studies.  The term employee engagement was actually coined by The 

Gallup Organization, as a result of approximately 30 years of interviewing managers and 

employees (Little & Little, 2006).  Researchers from Gallup defined employee 

engagement as “the individual’s involvement and satisfaction with as well as enthusiasm 

for work” (Harter, Schmidt, & Hayes, 2002, p. 269).  Harter et al. (2002; 2003) referred 

to employee engagement as occurring when individuals are emotionally connected to 

others and are cognitively vigilant.  Through their study, a measure of employee 
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engagement was developed.  This approach adopted a three-tier level of engagement: the 

actively engaged, the non-engaged, and the actively disengaged employees within the 

organization. 

The Gallup Organization also contributed to the development of employee 

engagement within the academic sphere.  Based on 7,939 business units in 36 companies, 

Harter, et al. (2002) used meta analysis to examine the relationship between employee 

satisfaction and engagement and business-unit outcomes of customer satisfaction, 

productivity, profit, employee turnover, and workplace safety.  It was found that 

employee engagement was a significant predictor of task performance and desirable 

organizational outcomes.  Results showed that relationships large enough to have 

substantial practical value were found between unit-level employee satisfaction and 

engagement and these business-unit outcomes.    

Following this study, Harter, Schmidt, and Killman (2003), conducted another 

meta- analysis on employee engagement and business unit-level outcomes.  This study 

included a larger number of studies, business units, and industries.  The results confirmed 

that employee satisfaction and engagement were positively and significantly related to 

meaningful business outcomes. 

Robinson, Perryman, and Hayday (2004) from the Institute for Employment 

Studies (IES) are practitioners who have also contributed considerably to the concept of 

engagement.  According to Ferrer (2005), one of the most definitive and descriptive 

definitions of engagement is offered by Robinson, et al.  They defined engagement as: 

a positive attitude held by the employee towards the organization and its 

values.  An engaged employee is aware of business context, and works 
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with colleagues to improve performance within the job for the benefit of 

the organization.  The organization must work to nurture, maintain and 

grow engagement, which requires a two-way relationship between 

employer and employee. (p. 9)   

Robinson, et al. described employee engagement as a reciprocal relationship.   

Organizations have a choice in engaging employees and actually choose the engagement 

they would like to offer – whether it is merely transactional or otherwise.  Simultaneously, 

employees too, choose to work with a particular organization and decide on whether or 

not to be involved in a transactional relationship or to move beyond this level.  The 

organization that provides ‘extra’ to employees will in return exchange increased levels 

of engagement on the job.  Robinson et al. argued that organizations have to work to 

engage employees to the extent where the willingness to commit beyond a mere 

transactional relationship is present. 

Robinson, et al. (2004) provided evidence that the most significant drivers for 

high levels of employee engagement is for employees to have a sense of self-worth (or a 

sense of feeling involved) and feeling of being valued by the organization as well as an 

opportunity to succeed and progress in their jobs.  A number of organizational initiatives 

can provide a sense of employees feeling valued.  These include good quality line 

leadership, two-way communication, a development focus, commitment to employee 

well-being, and clear and accessible HR policies and practices to which managers at all 

levels are committed (Robinson, et al.).  For example, in this study, the policies and 

practices guiding the service orientation of the organization and training initiatives are 

considered strategies that can nurture a feeling of self-worth and value thereby generating 
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higher levels of employee engagement.  A review of key perspectives on engagement 

from the academic literature are detailed in the following sections 

Employee Engagement from the Academic Perspective  

In the academic literature, the term engagement was first conceptualized by Khan 

(1990).  The many and varied definitions of engagement are largely derived from Khan’s 

work (Ferrer, 2005).  Khan defined personal engagement as “the harnessing of 

organization members’ selves to their work roles; in engagement, people employ and 

express themselves physically, cognitively, and emotionally during role performances” (p. 

694).  Kahn further described engagement as the extent to which a person is 

psychologically present in performing job tasks.  According to Kahn, people put varying 

degrees of their selves, physically, cognitively, and emotionally into their work roles.  

According to Kular, Gatenby, Rees, Soane, and Truss (2008), the physical aspect of 

employee engagement refers to the physical energies exerted by individuals to 

accomplish their roles.  The cognitive aspect concerns the beliefs employees have about 

the organization, its leadership, as well as conditions of work.  The emotional component 

has to do with employees’ feelings, positive or negative, toward the job, organization, 

and its leadership.    

Khan found that there are three psychological conditions related to engagement 

and disengagement at work: meaningfulness, safety, and availability.  Khan argued that 

people ask themselves three fundamental questions: (1) How meaningful is it for me to 

bring myself into this performance? (2) How safe is it to do so? and (3) How available 

am I to do so?  The author found that employees were more engaged at work in situations 

that offered more psychological meaningfulness and psychological safety, and when they 
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were more psychologically available.  Therefore, engagement occurs when individuals 

are emotionally connected to others and cognitively vigilant.  Safety is the ability to be 

oneself without the fear of negative consequences or failure.  Meaningfulness is a feeling 

of being useful, valuable, and relevant.  Meaningfulness gives employees a return on 

investment for their efforts and energy (Khan, 1990).  Consequently, engagement benefits 

both the individual and the organization, in that it leads to quality in individual outcomes 

as well as growth and productivity of organizations.  Engaged employees will be more 

attached to the organization and be less inclined to leave (Khan, 1992).   

Rothbard (2001) described engagement as being psychologically present.  In 

addition, Rothbard also added two components: attention and absorption.  Attention 

refers to the cognitive availability and the amount of time one spends thinking about a 

role.  Absorption “conveys a sense of intensity of concentration that is not captured by 

the attention component of engagement” (p. 657).  Absorption is being engrossed and 

focused on a role (Khan, 1990).   

Over the years, the definition of engagement has acquired a wider scope.  In the 

academic literature, there is also a body of research on engagement that is linked to 

burnout.  Burnout is a reaction to chronic occupational stress (Roma, Schaufeli, Bakker, 

& Lloret, 2006) and is the erosion of engagement with an individual’s job (Maslach, et al., 

2001).  Burnout is defined by the three dimensions of exhaustion, cynicism, and 

inefficacy with many suggesting that this state is the opposite or positive antithesis of 

engagement (Maslach, et al., 2001; Schaufeli, Bakker, & Salanova, 2006; Schaufeli, 

Salanova, Gonzalez-Roma, & Bakker, 2002).   
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Schaufeli and his colleagues defined work engagement as a positive, work-related 

state of fulfilment that is characterized by vigor, dedication, and absorption (Schaufeli, et 

al., 2002; 2006).  Vigor is characterized as high levels of energy and mental resilience 

while working, the willingness to invest effort in one’s work and persistence even in the 

face of difficulties. Dedication is described as being strongly involved in one’s work, and 

experiencing a sense of significance, enthusiasm, inspiration, pride, and challenge.  

Absorption is characterized by being fully concentrated and happily engrossed in one’s 

work, whereby time passes quickly and one has difficulties with detaching oneself from 

work (Schaufeli, et al., 2002; 2006).  Schaufeli et al. emphasized that engagement does 

not refer to a momentary or specific state but is a more persistent and pervasive affective-

cognitive state that is not focused on any particular object, event, individual, or behavior.   

More recently, Macey and Schneider (2008) stated that employee engagement is a 

“desirable condition, has an organizational purpose, connotes involvement, commitment, 

passion, enthusiasm, focused effort, and energy” (p. 4).  Macey and Schneider proposed 

that employee engagement is comprised of three facets: psychological state engagement, 

behavioral engagement, and trait engagement.  Engagement has both attitudinal and 

behavioral components (Macey & Schneider).   

Some researchers claim there is an amount of inconsistency with the meaning and 

interpretation of engagement (Little & Little, 2006; Macey & Schneider, 2008).  

However, from the literature, it is apparent that there are common themes to the 

definitions of the engagement construct.  An employee who is engaged is described as 

being physically involved, cognitively vigilant, and emotionally connected to the job and 
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organization (Simpson, 2008).  In general, engagement includes the cognitive, emotional, 

and physical attributes related to employees’ performance on the job.  

The Case for Employee Engagement 

It is increasingly recognized that engagement is not just another term for already 

established constructs in organizational psychology such as organizational commitment, 

organizational citizenship behavior, job satisfaction, and job involvement.  While there is 

some amount of overlapping, engagement is said to be distinct from other constructs 

(Saks, 2006; Schaufeli, Taris, & Rhenen, 2008).  Robinson, Perryman, and Hayday (2004) 

explained that engagement is related to organizational commitment and organizational 

citizenship behavior “but is by no means a perfect match with either” (p. 8).  Neither 

construct sufficiently reflects all the components of engagement.   

Robinson et al. further argued that engagement is two-way, in that, organizations 

must work to engage the employee, who in turn has a choice about the level of 

engagement to offer the employer.  Organizational commitment refers to an employee’s 

attachment toward the organization while engagement is the degree to which an 

employee is “attentive and absorbed in the performance of their roles” (Saks, 2006, p. 

602).  For commitment, the focus is on the organization whereas, engagement is centered 

on the work itself (Maslach, et al., 2001).  While organizational citizenship behavior 

pertains to extra-role and voluntary behavior, work engagement focuses on employees 

formal role requirements (Saks).  Job satisfaction is a source of need fulfillment and 

contentment which does not include the employee’s relationship with the actual job itself 

(Maslach, et al.).  Job involvement is similar to the involvement component of 

engagement but is not inclusive of the energy and absorption aspects.  Engagement is a 
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“more complex and thorough perspective on an individual’s relationship with work” 

(Maslach, et al., p. 416).  

The changing nature of work, together with the emergence of the global economy, 

has had profound effects on the old psychological contract whereby employers expected 

loyalty to the organization, and in return, in most cases, lifetime employment was offered 

(Welbourne, 2007).  The involvement and commitment of employees have declined over 

the past years during the fundamental shift in the employer-employee relationship (old 

psychological contract).  Nonetheless, the need for organizations to improve productivity 

continues and is further complicated by the drive to produce more for less with fewer 

resources under increased pressure.  The only way to make this happen is through 

employees (Sen, 2009; Welbourne).  This situation “created the need for something new, 

and at least one of the initiatives was employee engagement” (Welbourne, p. 46).  It is 

argued that employee engagement appears to be a new model of social contract between 

organizations and employees (Sen; Welbourne).  Employees are more engaged when they 

have clear direction, performance accountability, and an efficient work environment 

(Bernthal, 2004).  Therefore, it is important for employers to know key factors that drive 

engagement. 

Factors driving employee engagement.  While there are factors related to the 

individual that determine the extent to which employees become engaged, there are also 

organizational related factors that drive engagement (Sen, 2009).  Levels of engagement 

can be increased when there is a relationship between employee and manager.  In other 

words, supportive workplace relationships are important drivers of engagement (May, 

Gilson, & Harter, 2004).  Khan (1990) found that supportive management promotes 
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psychological safety, in that when employees feel that the organization cares about their 

well-being they are likely to fulfill their obligations by becoming more engaged. 

The organization can create an environment through policies, procedures, and 

structures to encourage employee engagement (Rutledge, 2006).  According to Rutledge 

(2006), through the policies and procedures, employees will have a clear sense of the 

organization’s vision, mission, and values.  Organizational policies and programs are 

likely to motivate employees to reciprocate higher levels of engagement (Sanchez & 

McCauley, 2006).  As such, organizations policies and practices should address 

employees’ needs and concerns and demonstrate caring and supportive cultural 

environment (Sen, 2009).   

Through organizational policies, training and development plans can be promoted, 

employee achievements recognized, and flexible work arrangements implemented.  

According to Khan (1992), jobs that allow employees the opportunity to bring more of 

themselves into their work will help to keep them engaged.  In addition to meaningful 

work, employees vary in their levels of engagement as a function of their perceptions of 

the rewards and recognition they receive from their role on the job (Khan, 1990).  

Maslach, et al. (2001) postulated that while a lack of reward and recognition can lead to 

burnout, adequate and appropriate benefits is important for engagement.  It is vital for 

managers to understand the significance of social exchange for employee engagement 

(Sen, 2009).  

Although research on work engagement has shown to be positively related to job 

resources (Bakker, Demerouti, Hakanen, Zanthopoulou, 2007; Khan, 1990; May, et al., 

2004) and outcomes such as satisfaction, organizational commitment, citizenship 
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behavior, low turnover, and performance (Maslach, et al., 2001; Saks, 2006), little is 

known about the influence of organizational service orientation and customer service 

training on employee engagement.  In HR Special Survey (2008) which was administered 

across a wide region of countries, it was stated that employees in higher positions in the 

organization show higher levels of engagement.  However, in the tourism and hospitality 

industry frontline staffs occupying entry level positions play a major role in the success 

of the organization, highlighting the need for full engagement at work.  For that reason, it 

is important to know the levels of engagement of frontline employees in relation to these 

organizational strategic practices.   

Summary 

In this chapter, the conceptual framework was described.  The conceptual 

framework explained the alignment or potential associations of the different components 

used to achieve the purpose and goals of the study.  Then, a brief and general description 

or background to the study was presented.  A review of literature related to the theories 

informing the study as well as the constructs under examination was detailed.  In the 

following chapter, the method that was utilized to implement the study will be presented. 

 



64 

  

CHAPTER THREE 

RESEARCH METHOD 

The purpose of the study was to investigate employees’ perceptions of 

organizational service orientation, three different measures related to customer service 

training, and the association these may have on levels of engagement at work.  A 

descriptive survey research method was used to examine these relationships.  Data was 

collected through the use of a self-administered paper-based questionnaire.  In the 

following sections of this chapter, a description is provided of the research design, 

population and sampling, data collection methods, instrumentation, as well as the data 

analysis procedures that were used for the study.  

Research Design 

The aim of this study was to “discover relationships between variables through 

the use of correlational statistics” (Gall, et al., 2007, p. 332).  Therefore, the nature of the 

study lent itself to a quantitative correlational research design, which belongs to the 

positivistic research paradigm.  The unit of analysis was the individual employee since 

their perceptions on the different constructs - organizational service orientation, customer 

service training, and employee engagement - were measured.  Employee perceptions 

reflect a more accurate assessment or evaluation of organizational policies and practices 

and are becoming more prevalent in organizational research (Schneider, et al., 1992).  

Many studies utilize managers’ perceptions with the belief that managers have a more 

informed view of the organization (Lytle & Timmerman, 2006).  Svensson (2006) 

pointed out that the perspectives of customers are often researched to a great extent 

ignoring the view of the employees despite the fact that service quality is largely derived 
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from the employee-customer interaction.  Schneider, et al., (1996) further mentioned that 

employees on the frontline are in an optimal position to report on the strategic policies, 

practices, and procedures that are carried out by the organization through the use of 

survey.  On this basis, a survey research design in the form of a questionnaire was 

considered appropriate to address the research questions for the study.  The purpose of 

survey research in organizations is to collect data from one or more persons on a set of 

constructs relevant to the organization (Bartlett, 2005).  According to Gall, et al. (2007) 

surveys are the most widely used method to collect data about phenomenon that are not 

directly observable.     

Population and Sample 

The industry setting for this study was tourism, particularly the hospitality sector 

which forms the core of the industry (Kusluvan, 2003).   The study was conducted in 

Jamaica, a developing island nation that relies heavily on tourism for sustained economic 

and social growth.  The target population included frontline employees at all levels 

(manager, supervisor, and employees) within large all-inclusive hotels in Jamaica.  Large 

all-inclusive hotels are more likely to have developed relatively strong organizational 

cultures, and therefore, expend extra effort in the service orientation of the organization.  

The larger hotels also invest more in training and development initiatives, especially 

customer service training.  All-inclusive hotels cater to the various needs of the tourist 

where all expenses are covered in a pre-paid price (Issa & Jayawardena, 2003).  The 

hotels included in the study were from the northern and western coasts of Jamaica where 

many large luxury hotels are located, the majority of which have adopted the all-inclusive 

business model.   
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Frontline employees included individuals in occupations and job titles such as 

front office agents, guest relations personnel, food and beverage workers, bellhop and 

concierges, spa care staff, and recreational or entertainment representatives.  Frontline 

employees’ primary role requires daily face-to-face contact and personal interaction with 

the guests.  Frontline staff are expected to be physically, cognitively, and emotionally 

connected to their work role (Khan, 1990) demonstrating an overall positive work-related 

attitude characterized by energy and dedication (Schuafeli, et al., 2006).  In the 

hospitality sector, frontline employees are often said to be low paid with a record of high 

staff turnover (Baum, 2007; Kusluvan, 2003), yet the industry’s success is largely 

determined by the employee-customer interface.  To be eligible to participate in the study, 

frontline employees needed to have worked with the organization for at least six months.  

It was felt that at least six months were required for employees to have participated in 

customer service training and developed an awareness of the service orientation of the 

organization.   

Approval of all data collection procedures was first obtained from the Institutional 

Review Board (IRB) at the University of Minnesota [See Appendix A].  Following that, 

the president for the Jamaica Hotel and Tourism Association (JHTA) was contacted and 

informed of the study.  On receiving consent and support, the JHTA provided a list of the 

large all-inclusive hotels located on the northern coast, which contained managers contact 

information and the number of rooms for each hotel.  The list had a total of 30 of the 

largest all-inclusive hotels.  The number of rooms within these hotels ranged from 190 to 

1,056.   
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A recent report by the Jamaica Tourist Board (2008), noted there were 60 all-

inclusive hotels with a total of 14,807 rooms.  Therefore, each all-inclusive hotel has an 

average of 250 rooms.  Of the 60 all-inclusive hotels, 59 were located on the northern 

coast.  Existing data reported that large hotels in the US employed an average of 50 

frontline employees (including front office agents, guest relations, food and beverage 

workers, bellhop and concierges, and recreational representatives) per 100 rooms (Labor 

Notes, 2009).  

An initial email invitation to participate in the study was sent to the managers of 

each hotel from the office of the president of the JHTA.  This letter served as a formal 

introduction of the researcher and the research study.  Subsequent to the electronic 

message sent from the office of the JHTA, several attempts were made to contact all the 

managers via telephone or e-mail as a follow-up to solicit and confirm participation in the 

study.  Attempts were made to contact HR managers in cases where the general managers 

could not be reached.  The letter of invitation to participate [See Appendix B] and 

research proposal [see Appendix C] would be sent to the manager and/or HR manager at 

this point of contact.   

When three of the hotels on the list from the JHTA were contacted it became 

apparent that they did not operate primarily as all-inclusive properties and therefore, did 

not fit the criteria for the study.   The September-October period marks a low season for 

hotels in Jamaica.  In an effort to contact the hotels, four identified that they were closed 

for renovation and therefore were not prepared to participate in the study.  An additional 

seven hotels declined participation in the study because of time constraints and concerns 

regarding the demanding nature of the job of frontline employees.  Finally, three hotels 
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were non-responsive after repeated telephone or email contact.   Of the list of 30, this 

resulted in a total of 13 (45%) hotels that consented to participate in the study, 11 of 

which were locally owned and operated; the remaining 2 being foreign investments.  It is 

important to note that despite the fact that increasing numbers of large all-inclusive 

properties are foreign owned and operated they were very reluctant to participate in the 

study when compared to the willingness and support provided by the Jamaican owned 

hotels. 

Once each hotel had accepted participation in the study, a date for the 

administration of the survey was mutually agreed upon.  On-site visits were made to the 

majority of participating hotels.  This provided the opportunity to briefly talk one-on-one 

with potential respondents of the study’s purpose.  Participants were assured that all 

information would be kept private and confidential. 

Pilot Study 

The purpose of a pilot test is to try out data collection methods to identify and 

solve problems before progressing with the main study (Gall, et al., 2007).  A pilot test 

involves small-scale testing of procedures planned as part of the effectiveness of the full-

scale study.  Prior to collecting the data, a pilot test was conducted to check for clarity of 

the instrument and to ensure the ease of completion before administering to the larger 

sample.   

 Gall, et al (2007) stated that a pilot study should consist of a sample that mirrors 

the sample for the actual study.  A panel of experts was asked to pilot test the instrument 

given that it would be administered for the first time in the Jamaican cultural setting.  The 

instrument was reviewed by four professors at two different universities in Jamaica and a 
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former frontline employee of a large Jamaican all-inclusive hotel.  Two of the professors 

had a research focus on tourism in Jamaica and the wider Caribbean region.  One had 

theoretical knowledge base as well as practical experiential knowledge having worked in 

a managerial position for many years in the hotel sector before entering academia.    

 The panel of experts was asked to provide feedback on the overall clarity of the 

instrument and to modify items where necessary.  Most of the feedback was positive, 

except for suggestions to slightly revise and reword a few items to make the instrument 

more easily readable while maintaining the meaning.  For example, the item - 

“employees go the ‘second mile’ for customers” was changed to “employees go the 

‘extra mile’ for customers”.  The term ‘extra mile’ is commonly used in the Jamaican 

context.  Also, minor changes were made to the item, “we have developed chain of 

objectives linking together every branch in support of the corporate” to “ we have 

developed chain of objectives linking together every hotel property in support of the head 

office”.  In addition, feedback from the expert panel on how to improve the format and 

the layout of the instrument were made.  The final revised survey instrument can be 

found in Appendix D. 

Data Collection 

A self-administered paper-based questionnaire was used to collect data from 

frontline employees in 13 all-inclusive hotels in Jamaica.  The majority of frontline 

employees in this industry are not usually confined to a desk with computer access, so in 

this setting a self-administered paper-based questionnaire was more appropriate for data 

collection than on-line or web-based surveys.  Questionnaires are increasingly used in 

organizations to gather data and its use can be advantageous, in that, it is usually less 
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expensive and less time consuming than interviews or observations (Gall, et al., 2007).  

Furthermore, administering a questionnaire also allows broader coverage on the subject 

matter compared to other data collection methods used in organizational research 

(Bartlett, 2005).  One major drawback of questionnaires is that they may lack depth given 

that individuals beliefs and inner experiences are not probed (Gall, et al.). 

Frontline employees were informed of the study by the HR manager or their 

direct supervisor prior to administration of the questionnaire.   For each site visit made, it 

was arranged for a representative from HR or a company executive to escort the 

researcher while on property.  This process made it easier to identify the employees who 

were eligible to participate in the study.   

Site visits were made to ten of the hotel properties and almost an entire work day 

(six to eight hours) was spent on each property to allow respondents time to complete 

survey in between breaks and during slow work periods.  Great effort was made to target 

employees as they entered the staff dining hall for lunch to avoid interrupting employee-

guest interactions.  A copy of the survey instrument and survey cover letter (see 

Appendix E), addressing the voluntary nature and confidentiality of the study was handed 

to employees at a seemingly appropriate time.  Employees were asked to return 

completed surveys to the researcher.  In a few cases, questionnaires were collected days 

after visiting the property to accommodate employees who needed extra time.  

Employees were asked to put completed surveys in the envelope provided and drop in a 

locked box at a designated location on the property, usually at the HR office.   

Though given the option to visit the hotel properties, on two occasions the HR 

departments administered the questionnaire because of convenience and time constraints.  
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The procedure for these two hotels was that the questionnaires were mailed to HR 

directors with cover letter addressed to employees along with envelopes for completed 

surveys.  Employees were allowed three to five days to complete and return the survey to 

the HR office.  Completed surveys in sealed envelopes were packaged by HR 

representative and mailed to the researcher’s address.      

Data collection took place during the hurricane season (July to November), an 

annual natural hazard to Jamaica that at times impacts the operation of hotel and tourism 

businesses. Given the occurrence of a few tropical storms during the data collection 

period, one additional hotel decided to change from on-site data collection and they 

distributed the questionnaires to employees while recoveries and repairs were made from 

the damaging storms.  The scheduled dates for visit to two other hotels were postponed 

and rescheduled as a result of impassable roads and property damage from tropical 

storms.   

No incentives were provided for the respondents.  In communicating with a 

representative from the JHTA and managers of two of the hotels, the plan to provide 

monetary incentive was discouraged on the premise that tipping is not permitted in all-

inclusive hotels.    

Description of the Sample 

As shown in Table 1, completed questionnaires were received from 328 

respondents from a total of 490 that were distributed.  A total of 320 were useable with 8 

discarded due to significant missing data.  Response rates varied among the 13 all-

inclusive hotels, ranging from 33.3% to 82.2%.  The overall response rate was 67%, 

better than the reasonable and acceptable rate of 55% recommended by Baruch (1999) or 
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50% claimed by Dillman (1978) and still meeting the 60% that Fowler (1984) considered 

to be a good response rate.   Response rates are shown in Table 1.   

Demographic Items 

Of the 320 respondents, 305 reported their gender.  The majority of respondents 

were females with a total of 190 (59.4%), and 115 (35.9%) were males.  The majority 

(57.5%) had a high school diploma and/or vocational education with just over one third 

(35%) having completed an associate’s or higher degree.   Of the 320 respondents, 265 

(82.8%) reported their years of work experience with the hotel.  The majority (41.9%) 

had worked for less than two years with a range from 6 months to 25 years with a mean 

of 2.12 years.  The majority of the respondents (25%) were food and beverage employees 

followed by entertainment/recreational representatives (14.4%), guest relations personnel 

(14.1%), and front office agents (12.8%).  The distribution of gender, educational 

attainment, years of experience with organization, and job category is shown in Table 2. 

Instrumentation 

The variables that were the focus of investigation for this study were organizational 

service orientation, customer service training, and employee engagement.  In addition, 

demographic variables were collected to provide a description of the sample.  All items 

from the self-administered questionnaire were adapted from existing scales from past 

research (see table 3).  This section briefly describes the measurement for each key 

variable.  
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Table 1 

Response Rate for All-Inclusive Hotels 

Hotel Questionnaire 
Distributed 

Total 
Questionnaires 

Received 

Response Rate 
% 

Hotel A 60 38 63.3 

Hotel B 30 19 63.3 

Hotel C 30 22 73.3 

Hotel D 35 27 77.1 

Hotel E 20 15 75.0 

Hotel F 15 9 60.0 

Hotel G 15 5 33.3 

Hotel H 45 37 82.2 

Hotel I 50 34 68.0 

Hotel J 50 34 68.0 

Hotel K 50 27 54.0 

Hotel L 40 25 62.5 

Hotel M 50 36 72.0 

Total 490 328 66.9 

 

Measuring Organizational Service Orientation 

Organizational service orientation represented an independent variable within the study.  

Service orientation was measured using the 35-item Service Orientation (SERV*OR) 

scale developed by Lytle, Hom, and Mokwa (1998).  The SERV*OR scale was used to 
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measure employee perceptions of their organization as having adopted and embraced 

policies, practices, and procedures that represent organizational service orientation.   

Table 2  

Sample Demographic Data: Gender, Education, Years of Experience, and Job Category 

 Frequency Percentage Valid 
Percent 

Cumulative 
Percent 

Female 190 59.4 62.3 62.3 
Male 115 35.9 37.7       100.0 
Total 305 95.3   100.0  
Missing   15   4.7   
 320       100.0   
     
High School Diploma   91 28.4 30.7 30.7 
Vocational Education   93 29.1 31.4 62.2 
Associate’s Degree   67 20.9 22.6 84.8 
Bachelor’s Degree   37 11.6 12.5 97.3 
Higher than Bachelor’s Degree     8   2.5   2.7       100.0 
Total 296         92.5   
Missing   24  7.5   
 320      100.0   
     
Less than 2 year 134 41.9 50.6 50.6 
More than or equal to 2 years but less than 4 years   50 15.6 18.9 69.4 
More than or equal to 4 years but less than 6 years   41 12.8 15.5 84.9 
More than or equal to 6 years but less than 8 years   13   4.1  4.9 89.8 
More than or equal to 8 years but less than 10 years    8   2.5  3.0 92.8 
More than or equal to 10 years   19   5.9  7.2       100.0 
Total        265 82.8   
Missing   55 17.2   
        320       100.0   
     
Front Office 41 12.8 14.1 14.1 
Guest Relations 45 14.1 15.5 29.6 
Food and Beverage 80 25.0 27.5 57.0 
Bellhop/Concierge 15   4.7  5.2 62.2 
Entertainment/Water sports 46 14.4 15.8 78.0 
Spa Care 18  5.6  6.2 84.2 
Other 46 14.3 15.8       100.0 
Total       291 90.9   
Missing 29  9.1   
       320      100.0   
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Table 3 

Description of Constructs and Scales 

Construct Source of Items Number of   
Items 

Organizational Service Orientation 
(SERV*OR) 

Lytle, Hom, & 
Mokwa(1998) 

 

Service Leadership Practices  9 
HRM Practices  4 
Service Encounter Practices  6 
Service Systems Practices  16 

   
Customer Service Training   

Personal Motivation for Training Noe & Schmidt (1986) 11 
Benefits of Training Noe & Wilk (1993) 14 
Training Support from Colleagues Noe & Wilk (1993) 6 

   
Work Engagement Schaufeli, Bakker, & 

Salanova (2006) 
9 

Total Items  75 
 

The scale has proven to be robust and psychometrically sound as it was 

constructed and validated through thorough and rigorous methodological process (Lytle, 

et al.).  The scale was written in common language and can be administered to employees 

in different categories and levels and any unit within any department of the organization.  

SERV*OR was chosen because it provides clear specification and measurement of an 

organizational service orientation that is managerially relevant, understandable, and 

useful.  The SERV*OR tool has been successfully used in the banking sector (Lynn, et al., 

2000; Lytle, et al., 1998), home improvement retailing (Lytle, et al.), and the hospitality 

sector (Gonzalez & Garazo, 2006).  

SERV*OR is represented by a structure comprised of four fundamental elements 

related to service excellence.  The four elements representing the domain of service 

orientation are: (1) service leadership practices, (2) human resource management 
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practices, (3) service encounter practices, and (4) service systems practices, all of which 

are designed to ensure quality customer service.   

Service leadership practices. Leaders set standards by their own behaviors and 

management styles as examples to be patterned by employees.  This reinforces increased 

levels of service activity.  Through a service vision leaders constantly emphasize the 

importance of service quality for customer satisfaction and organizational effectiveness.  

An example item from this sub-scale was, “Managers constantly communicate the 

importance of service”.  

Human resource management practices.  Human resource management 

practices have a direct and positive influence on employee performance and service 

quality.  Service-oriented organizations recognize and reward employees’ service 

attitudes and provide service training to enhance employees’ ability to deliver quality 

service.  An example item from this sub-scale was, “Management provides excellent 

incentives and rewards at all levels for service quality, not just productivity”.  

Service encounter practices.  Service encounter includes all company 

interactions with customers.  Employees aim to take care of customers by satisfying their 

needs and making each individual feel uniquely special.  Employees who are more 

empowered will benefit customers more immediately rather than having to delay for 

response from management.  “Employees go the ‘extra mile’ for customers” represented 

an example of an item within the sub-scale. 

Service systems practices.  Service systems describe the ways in which the 

organization utilizes technology to deliver outstanding service.  A number of practices 

are combined to form a service system such as service failure prevention, service 
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recovery practices, service standards communication, and service technology.  An 

example of an item from the sub-scale was, “Technology is used to build and develop 

higher levels of service quality”. 

Organizational service orientation was measured on a five-point Likert-type scale 

with anchors 1 = strongly disagree and 5 = strongly agree.  In Lytle, Hom, and Mokwa’s 

(1998) study no reliability scores were mentioned.  In a later study (Lytle & Timmerman, 

2000), it was reported that the various subscales met or exceeded 0.80 for reliability.  For 

this study reliability scores were .83 (service leadership practices), .78 (HRM 

practices), .72 (service encounter practices), and .92 (service systems practices). 

Measuring Customer Service Training 

Customer service training represented an independent variable in this study and 

was measured in three ways: (1) personal motivation for training, (2) benefits of training, 

and (3) training support from colleagues.  It is important to note that these scales were 

well established instruments often used in research studies related to training and HRD.  

However, minor modifications were made to the wording of items to reflect ‘customer 

service training’ instead of ‘training’ in general.  This approach of minor word 

modifications of these scales to better address the specific population under study has 

been utilized in previous studies including Schaufeli, Salanova, Gonzalez-Roma, and 

Bakker (2002).   

 Personal motivation for training.  Personal motivation for training is a measure 

of employees desire to learn (Noe & Schmidt, 1986).  The motivation to learn scale was 

developed by Noe and Schmidt.  Employee perceptions of motivation for customer 

service training was measured on a five-point scale with responses ranging from 1 
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(strongly disagree) to 5 (strongly agree).  The instrument had a total of 11 questions.  

Reliability for the original scale was reported at 0.81 (Noe & Wilk).  An example item 

reflecting minor wording modifications as used in this study included “I try to learn as 

much as I can from customer service training programs”.  The internal consistency 

reliability score for this study was .71. 

 Benefits of training. Employees have expectations as to the returns of 

participating in training whether it is the desire to learn, promotion or more interesting 

job assignment, or rewards (Nordhaug, 1989).  The 14-item benefits of training scale 

developed by Noe and Wilk (1993) has three subscales.  Employees perceived benefits of 

customer service training was measured on a five-point scale ranging from 1 (Strongly 

Disagree) to 5 (Strongly Agree).  Internal consistency reliability score for the scale as a 

whole was not included in the Noe and Wilk study; however, scores were mentioned for 

all three subscales which ranged from .70 to .88.  The internal consistency reliability for 

this scale as a whole was .81.  An example item for this scale was “Participating in 

customer service training will help me perform my job better”. 

 Colleagues support for training.  Social support for training from colleagues 

influences employees’ learning attitudes and willingness to participate in training (Noe & 

Wilk, 1993).  The training support from colleague scale was developed by Noe and Wilk.  

The scale was comprised of six questions.  Employees’ perceived support for customer 

service training from colleagues was measured on a five-point Likert-type scale ranging 

from 1 (Strongly Disagree) to 5 (Strongly Agree).  No reliability score was mentioned by 

Noe and Wilk (1993) but later study by Bartlett (2001) reported Cronbach’s alpha as .83.  

For this study, Cronbach’s alpha value was .75.  An example item from the scale was, “I 
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can count on my co-workers to provide me with help and services needed to complete my 

job assignments”.  

Measuring Employee Engagement 

Employee engagement represented the outcome or dependent variable for this 

study.  The Utrecht Work Engagement Scale (UWES) developed by Schaufeli, Bakker, 

and Salanova (2006) was used to measure employee engagement.  The UWES scale 

which originally consisted of 17 items included three dimensions of employee 

engagement: vigor, dedication, and absorption.  Factorial validity of the instrument was 

demonstrated using confirmatory factor analyses and the scale has good internal 

consistency and test-retest reliability.  The UWES scale can also be used as “an unbiased 

instrument to measure work engagement because its equivalence is acceptable for 

different racial groups” (Schaufeli, Bakker, & Salanova, 2006, p. 703).  The original 

UWES scale has internal consistencies ranging from 0.80 to 0.90.  However, a shortened 

version of the work engagement scale was later developed for more pragmatic reasons.  

A large international database comprising of 27 studies that were conducted between 

1999 and 2003 in 10 different countries was used to further reduce the number of items. 

Results indicated that the UWES 17-item scale could be reduced to 9 items while 

maintaining its internal consistencies.   

The shortened UWES-9 scale was used in this study.  The UWES-9 items are 

scored on a seven-point scale ranging from 0 (Never) to 6 (Always).  An example item 

for this scale is, “at my work, I feel bursting with energy”.  Internal consistency for the 

nine-item scale varied between .85 and .92 (median = .92) which exceeded the 
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recommended value of .70 (Nunnally, 1978).  Cronbach’s alpha value for the employee 

engagement scale in this study was .89. 

Demographic Characteristics 

In this study, data was collected from respondents on four demographic variables: 

gender, level of educational attainment, years of experience with the hotel, and job 

category/occupational group.  Gender was a dichotomous variable with a check-the-box 

item.  Respondents were also asked to check the box related to level of education which 

ranged from high school diploma and/or vocational education to associates, bachelor’s 

and higher degree.  Respondents were also asked to report years employed with the 

organization and current occupation group/job category.   

Reliability Analysis 

Cronbach’s alpha values were calculated to determine reliability for all the scales 

used in the study.  Cronbach’s alpha is the most common measure of scale reliability or 

internal consistency.  Reliability means that “a scale should consistently reflect what it is 

measuring” (Field, 2005, p. 666).  In other words, an individual should get the same score 

on a questionnaire if completed at different times under different conditions.  The 

reliability scores for this study are reported in Table 4.  The reliability scores for all the 

scales are within the acceptable range in comparison to previous studies and as 

recommended by Nunnally (1978).  Cronbach’s alpha values for this study ranged 

from .71 to .92. 
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Validity of scales 

An instrument is considered to be valid when it measures what it claims to 

measure.  The validity of the constructs used in this study was assessed in previous 

studies.  Descriptions of the validity of constructs are presented. 

Validity of the Organizational Service Orientation Scale 

In developing and validating the organizational service orientation instrument, 

principal components exploratory factor analysis (EFA) was conducted (Lytle, et al., 

1998).  The results of the EFA supported a structure comprised of four major factors 

which are further subdivided into a ten factor structure.  The final number of factors to be 

used was a result of scree plot and eigenvalues exceeding 1.0.  Confirmatory factor 

analysis was also conducted to further test the factor structure.  The non-normed fit index 

(NNFI), comparative fit index (CFI), and incremental fit index (IFI) surpassed the 

recommended .90 threshold.  For the purpose of this study, the four major factor structure 

for this scale was used. 

Table 4 

Cronbach’s Alpha Values for all Scales 

Variable Number of 
Items 

Cronbach’s 
Alpha 

Organizational Service Orientation (SERVOR) 1 
Service Leadership Practices 
HRM Practices 
Service Encounter Practices 
Service Systems Practices 

 

 
  9 
  4 
  6 
16 

 
.83 
.78 
.72 
.92 

Personal Motivation for Training 2 11 .71 
Benefits of Training 3 14 .81 
Colleague Support for Training 3   6 .75 

Work Engagement 4   9 .89 

Note: 1 = Lynn, Lytle & Bobek (2000); 2 = Noe & Schmidt (1986); 3 = Noe & Wilk (1993); 4 = Schuafeli et al. (2006) 
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Validity of Personal Motivation for Training Scale 

The items in this scale were developed to assess employees’ desire to learn the 

content of development activities.  The items were originally based on Noe and 

Schmidt’s (1986) work on the influence of trainee attitudes on training effectiveness.  

This scale has also been used by other researchers (Bartlett, 2001; Noe & Wilk, 1993). 

Validity of Benefits of Training Scale 

Principal components analysis and item content were conducted which suggested 

that there were three different types of training benefits (personal, job, and career) (Noe 

& Wilk, 1993). In another study, factor analysis was used to further determine construct 

validity, fit, and appropriateness of the scale.   The scale was factor analyzed using 

Varimax rotation.  The results indicated that the scaled-items measure the intended 

construct (Al-Emadi & Marquardt, 2007).  In this study, the benefits of training scale will 

be used as a single scale. 

Validity of Colleague Support for Training Scale 

The items in this scale were developed as a measure to evaluate respondents’ perceptions 

regarding colleague support for the use of skills and attendance at development activities 

(Noe & Wilk, 1993).  This scale has also been used in subsequent research studies. 

Validity of Employee Engagement Scale   

Factorial analysis was conducted by Schuafeli, et al. (2006) which confirmed both 

a three factor model as well as a one factor model.  The fit indices, GFI (goodness of fit 

index), AGFI (adjusted goodness of fit indices), RMSEA (root mean square error of 

approximation), NFI (normed fit index), NNFI, and CFI (comparative fit index) for both 

factor structures fitted well with the corresponding minimums/maximums for 
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acceptability.  For the one factor structure the NNFI did not quite meet its criterion of .90.  

The one factor model structure was used in this study. 

Factor Analysis 

Factor analysis is a technique used to understand the structure of a set of variables. 

Factor analysis takes a large set of variables and finds a way to reduce or summarize the 

data set by identifying groups or clusters of variables to a more manageable size while 

preserving much of the original information (Field, 2005).  This technique is used to 

develop and/or validate instruments to measure an underlying variable.  Basically, factor 

analysis is used to “explain correlations among a large number of observable variables by 

identifying or confirming underlying factors that explain these correlations” (Yang, 2005, 

p. 183).  Factor analysis is widely used in organizational research (Yang). 

Two commonly used factor analysis techniques are exploratory factor analysis 

(EFA) and confirmatory factor analysis (CFA).  The EFA technique is used in the early 

stages of scale development to explore the interrelationships among a set of variables.  

According to Yang (2005), EFA is “normally used to ‘explore’ the underlying factors for 

a set of variables that indicate a phenomenon” (p. 184) and determines how measurement 

items load on factors.   The CFA technique is used in the later stages of scale 

development after the factor structure of an instrument has been explored and refined by 

EFA (Brown, 2006).   In other words, CFA is used to “verify the number of underlying 

dimensions of the instrument (factors) and the pattern of item-factor relationships (factor 

loadings)” (Brown, p. 2).  CFA tests whether a predetermined correlation pattern can be 

supported by the sample data (Yang).  The CFA technique is strongly driven by theory or 

evidence from previous research that supports the patterns of different loading factors 
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(Brown).  The use of CFA was appropriate for this study as the constructs used are well-

defined and based on past research evidence there is a strong a priori sense of the number 

of existing factors.  

In this study, CFA was used to confirm the factor structure of the scales.  Each of 

the constructs used in the study were validated in previous research and as such there 

were expectations regarding the factor structure.  The specialized computer program 

LISREL (Linear Structural Relationships) version 8.72 (Jöreskog & Sörbom, 2006) was 

used to produce an overall test of the goodness of fit of the proposed model to the sample 

data.  The model should be judged using multiple fit indices that represent different 

families of measures of fit (Yang, 2005).   

For the purpose of this study, the following fit indices typically reflected in 

applied research were used to evaluate the output of CFA: chi square to degrees of 

freedom ratio (χ2/df) test, standardized root mean square residual (SRMR), root mean 

square error of approximation (RMSEA) comparative fit index (CFI); non-normed fit 

index (NNFI), incremental fit index (IFI).  According to Burnette and Williams (2005), 

CFI and RMSEA are the two most highly recommended fit indices as evidenced in past 

research. 

Chi-square measures the extent to which the covariances implied by the model 

match the covariances present in the observed data.  Chi-square is sensitive to sample 

size and is more likely to be significant when the sample size is large.  Given that the 

formula for chi-square includes sample size, chi-square is assessed in relation to degrees 

of freedom (df) by calculating χ2/df.  A ratio of less than 3.0 indicates a good fit (Kline, 

2004).  The SRMR is the average discrepancy between the correlations observed and the 
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correlations predicted by the model (Brown, 2006).  The SRMR can take a range of 

values between 0.0 and 1.0, with 0.0 indicating a perfect fit.  In other words, the smaller 

the SRMR, the better the model fit.  The RMSR represents the average residuals of 

covariance/correlation matrix.  A value of less than .06 indicates an adequate fit.  The 

RMSEA assessed the extent to which a model fits reasonably well in the population.  

Values of .05 or less indicate very close fit, values less than .08 reflect reasonably good-

fitting models, and any value greater than .10 signifies a poor fit (Brown & Cudeck, 

1993). Comparative fit indices (CFI, NNFI, and IFI) evaluate the degree of fit between 

the hypothesized and baseline or null measurement model.  Values of .90 and above on 

these indices indicate adequate model-data fit (Yang, 2005).   

The output from CFA suggested that the overall fit of the model for this study was 

a reasonable fit with the a priori factor structure.  The χ2/df ratio was less than 3.0 (χ2/df 

= 2.01).  The SRMR of .085 signified an average fit.  The RMSEA value of 0.065 also 

represents a reasonably good fit.  The values for CFI, NNFI, and IFI were all .93 which 

exceeded the recommended value of .90 which suggested that there is an adequate model-

data fit.  Overall, the CFA fit indices indicated a reasonable fit to the data.  Table 5 

presents the fit indices for the sample data.  The factor loadings for each item may be 

found in Appendix F.   

Table 5 

Summary of CFA Fit Indices 

χ2 df χ2/df SRMR RMSEA CFI NNFI IFI 

5376.67 2672 2.01 0.085 0.065 0.93 0.93 0.93 
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Data Analysis 

Various techniques were used to analyze the data to answer the research questions.  

The Statistical Package for Social Sciences (SPSS) computer software was used to 

analyze and display data after coding.  Cronbach’s alpha, a measure of internal 

consistency, was used to compute the reliability of the different scales.  Nunnally (1978) 

recommended .70 as an acceptable reliability coefficient.  Descriptive statistics, including 

means, standard deviations, and percentages, were calculated and used to summarize the 

data (including demographic data).  

Product-moment correlation coefficient, referred to as Pearson r was the 

statistical correlational analysis used to measure the strength of the relationship among 

the variables.  The product-moment correlation is an appropriate statistic to determine the 

presence and strength of linear relationships between two variables.   

A series of hierarchical multiple regression analyses were implemented to 

determine the unique contribution of adding each variable into the model to explain the 

variation in the outcome variable: employee engagement.  Each variable was entered in 

steps in the following order: 

1) Service leadership practices 

2) Human resource management practices 

3) Personal motivation for training, benefits of training, and colleague 

support for training 

4) Service encounter practices and service systems practices 

The order in which the predictor variables were entered was supported by strong 

theoretical and/or methodological reasons in addition to existing research.  Based on 
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review of past research it was expected that leadership and management strategies to a 

great extent drive the engaged employee (Luthans & Peterson, 2001; Robinson, et al., 

2004; Seijts & Crim, 2006).  As such, leadership practices and HR practices were 

predicted to contribute most of the variance in employee engagement.  Past research 

indicated the positive influence of training on employee attitudes (Al-Emadi & 

Marquardt, 2007; Bartlett, 2001).  It was expected that the training variables would also 

account for a considerable percentage of the variation in the engagement levels of 

employees.  In the following chapter, results from the data analysis are presented in both 

numerical and table format. 

Summary 

In this chapter, details were provided on the methods that were used to investigate 

the relationships between organizational service orientation, three measures of customer 

service training, and employee engagement.   Information on the research design, 

population and sampling, and data collection methods were presented.  In the 

instrumentation section, descriptions of the scales used to measure the different 

constructs were outlined.  Data analysis procedures of the study were also presented.  The 

results of the data analysis are reported in the following chapter. 
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CHAPTER FOUR 

RESULTS 

The aim of this study was to investigate the relationships between organizational 

service orientation, customer service training, and employee engagement.  Data were 

collected from a sample of 320 frontline employees in Jamaican all-inclusive hotels 

through the use of a self-administered paper-based survey.  This chapter provides a 

description of the results related to the service orientation of the organization (consisting 

of four subscales), three measures of customer service training, and employee 

engagement.   

First, a summary of the descriptive statistics including the means and standard 

deviation are presented.  Second, the analysis from the correlation matrix is described.  

Third, a detailed section on hierarchical multiple regression analysis is provided.   Fourth, 

a section that highlights other noteworthy findings that were generated from the 

regression analysis is presented. 

Presented in Table 6 are the means and standard deviations for all eight scales 

(including subscales) that were measured.  Respondents gave the overall highest scores to 

items measuring personal motivation for training.  This scale was measured on a five 

point Likert-type scale with a mean of 4.34 and a standard deviation of .45.  The lowest 

mean score of 3.87 was reported for the service systems practices subscale which was 

also measured on five point Likert-type scale. 

Correlation Matrix 

The presence and strength of the relationships between the variables used in this 

study were assessed using Pearson product-moment correlation coefficient (or Pearson 
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correlation coefficient, known as r).  In Table 7 the correlation matrix for all the variables 

is presented.  Pearson correlation coefficient can only assume values from –1 to +1.  

Coefficient values between .10 and .29 are considered weak or small, values between .30  

Table 6 
 
Summary of Means and Standard Deviations for all Variables 
 
Variables n Mean Standard 

Deviation 
 

Organizational Service 
Orientation (SERV*OR)  

Service Leadership Practices 
HRM Practices 
Service Encounter Practices 
Service Systems Practices 

 
 

319 
319 
319 
309 

 
 

3.99 
3.97 
3.98 
3.87 

 

 
 

.59 

.74 

.61 

.62 
 

 

Personal Motivation for Training 315 4.34 .45  
Benefits of Training 309 3.93 .65  
Colleague Support for Training 310 3.93 .79  
 
Employee Engagement 

 
309 

 
4.19 

 
1.05 

 

Note. SPSS used listwise deletion, n varied across variables. 
All items were measured on a five point Likert-type scale ranging from “strongly disagree” (1) to “strongly agree” (5) 
with the exception of the employee engagement scale which was measured on a seven point Likert-type scale ranging 
from “never” (0) to “always” (6). 
 
to .49 are moderate or medium, and values between .50 and 1 are described as strong or 

large (Cohen, 1988).  Preliminary analyses were performed by generating histograms and 

scatterplots to ensure no violation of the assumptions of normality, linearity, and 

homoscedasticity.  As can be seen in the table, all the variables were positively 

correlated.  This means that, an increase in one variable is associated with an increase in 

the value of the other variable.  The lowest correlation was .08 between colleagues 

support for training and benefits of training.  The highest correlation was .69 between 

human resource management practices and service systems practices.  All the 

independent variables were positively correlated with the outcome variable, employee 
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engagement. All correlations were significant at the .01 level.  The sample size varied 

across variables due to missing data. 

Assumptions of Multiple Regression 

When conducting multiple regression, certain underlying assumptions should be 

met.  The response variable should be quantitative but explanatory or predictor variables 

can be quantitative or categorical provided there are at least two categories which is the 

case for this study.  The sample size should be large enough when using the multiple 

regression technique.  Stevens (1996) recommended that “for social science research, 

about 15 subjects or cases of data per predictor are needed for a reliable equation” (p. 72).   

Field (2005) noted that the simplest rule of thumb is that the bigger the sample size the 

better.  The simple reason being, “the estimate of R from regression is dependent on the 

number of predictors and the sample size, N” (p. 172).  For this study, a combination of 8 

scales were used to collect from a sample of 320 frontline employees in all-inclusive 

hotels, a large enough sample size when applying the multiple regression technique.   

The predictor variables used in multiple regression analysis should not be too 

highly correlated.  When the variables correlate too highly this is referred to as 

multicollinearity.  Field (2005) described ‘highly correlated’ as .80 and above.  When 

multicollinearity occurs, predictor variables may do little to contribute in the prediction 

of the response.  From the correlation matrix in Table 7, it can be seen that the predictor 

variables are not too highly correlated, avoiding violation of this assumption of multiple 

regression analysis.   The highest correlations were found between service systems 

practices with service leadership practices and HRM practices at .68 and .69 respectively 

which avoids exceeding the .80 threshold recommended by Field.  
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Another assumption in regression analysis is that the residuals at each level of the 

predictor variables should have similar variances; this is known as homoscedasticity.  In 

other words, the spread of residuals should be similar across all levels of the independent 

variable.  There are also the assumptions of normality and linearity given that multiple 

regression is an extension of Pearson correlation r.  These assumptions were checked 

from the residuals scatterplot and p-p plot generated as part of the multiple regression 

procedure which reflected a normal distribution of residuals as well as a linear 

relationship between predictor and response variables. 

Results for Research Questions 

In this section, the results for the two research questions are reported.  Research 

question one: is there a significant relationship between organizational service orientation 

(service leadership practices and human resource management practices) and customer 

service training (personal motivation for training, benefits of training, and colleague 

support for training)?  Research question two: is there a significant relationship between 

organizational service orientation (service leadership practices, human resource 

management practices, service encounter systems, and service systems practices), 

customer service training (personal motivation for training, benefits of training, and 

colleague support for training) and employee engagement?   

 



92 
 

 
 
Table 7  
 
Pearson Correlation Matrix for all Variables 
Variable     N Mean SD 1 2 3 4 5 6 7 8 
1. Service Leadership Practices  319 3.99 .59 --        
2. HRM Practices    319 3.97 .74 .63** -- 
3. Service Encounter Practices  319 3.98 .61 .45** .45**  -- 
4. Service Systems Practices  309 3.87 .62 .68** .69** .55**  -- 
5. Personal Motivation for Training  315 4.34 .45 .39** .36** .23** .47** -- 
6. Benefits of Training   309 3.93 .65 .32** .30** .24** .39** .50** -- 
7. Colleague Support for Training  310 3.93 .79 .28** .32** .16** .31** .30** .08** -- 
8. Employee Engagement   309 4.19 1.05 .46** .42** .39** .46** .41** .41** .28** -- 
Note: ** Correlation is significant at the .01 level (2-tailed) 
All items were measured on a five point Likert-type scale ranging from “strongly disagree” (1) to “strongly agree” (5) except employee engagement scale measured on a seven point Likert-type scale 
ranging from “never” (0) to “always” (6) 
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Results for Research Question One 

In the following sections, the results for each research question are presented.   

Service leadership practices and customer service training.  The relationships 

between service leadership practices and three different measures of customer service 

training (personal motivation for training, benefits of training, and colleague support for 

training) were investigated using Pearson product-moment correlation coefficient.   The 

value of the Pearson Correlation Coefficient between service leadership practices and 

personal motivation for training was r = .39.  This means that the relationship between 

the two variables was moderate and positive suggesting that employees who perceive 

leadership as emphasizing the importance of service and setting standards by their own 

behaviors are more likely to be more personally motivated to attend and learn the content 

of training programs.  Service leadership practices and personal motivation for customer 

service training were significantly related at p < .01.  A similar significant relationship 

existed between service leadership practices and benefits of training (p < .01 level; r = 

.32).  Employees benefit more from customer service training when leadership is 

perceived as favorable and is supportive of learning initiatives.  Service leadership 

practices were also significantly and positively related to colleague support for training at 

p < .01.  The Pearson Correlation Coefficient was .28 which is considered a relatively 

weak relationship.  However, in all three cases, high levels of service leadership practices 

were associated with high levels employees’ motivation for training, benefits of training, 

and colleague support for training. 

HRM practices and customer service training.  HRM practices were positively 

and significantly correlated with personal motivation for training (p < .01; r = .36).  The 
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strength of the relationship may be described as moderate.  Similar relationships existed 

between human resource management practices and benefits of training (r = .32) and 

colleague support for training (r = .30) at p < .01.  These results suggested that when 

employees rate the human resource management practices of the organization 

satisfactorily, they are more likely to be motivated to learn and benefit from training 

initiatives.  There is also greater probability for support from peers for development 

activities when employees perceive HRM practices positively.  In other words, high 

levels of human resource management practices are linked with high levels of employees’ 

personal motivation for training, benefits of training, and support from colleagues for 

training.  

Results for Research Question Two 

Hierarchical multiple regression was used to analyze the relationships between 

organizational service orientation, customer service training, and employee engagement.  

The statistical procedure of multiple regression is used to determine how well a set of 

variables can predict a particular outcome and which variable from a set of variables is 

the most significant predictor of an outcome (Pallant, 2007).  In hierarchical multiple 

regression, variables are entered in steps or blocks into the model to assess how much 

each independent variable adds to the prediction of the dependent variable (Field, 2005). 

The demographic variables (gender, level of educational attainment, years of 

experience with the organization, and job category) were entered in the first block of the 

regression model as control variables.  The predictor variables were entered in 

subsequent steps in the following order: (1) service leadership practices, (2) human 

resource management practices, (3) customer service training variables (personal 
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motivation for training, benefits of training, and colleague support for training), (4) 

service encounter practices and, (5) service systems practices.  As discussed in Chapter 3, 

the order in which variables were entered in to the model was determined by the research 

questions and supported by previous research and sound theoretical reasons.  To assess 

the contribution of new predictors in explaining variance in the outcome variable, R-

squared change (∆R2) was used instead of R-squared (R2).  R-squared change indicates 

the change in R-square resulting from the inclusion of a new predictor or block of 

predictors (Field, 2005).  The sample size (n) was 231 for the regression analyses 

following listwise deletion in SPSS because of missing data. 

The demographic data was entered as step 1 in the regression model.  Less than 

1% (R2 = .006) of the variation in employees’ level of engagement was predicted by the 

demographic factors.  The low F statistic [(4, 226) = .337] signified the non-significance 

of the relationship between the demographic variables and employee engagement.  In 

other words, employees’ engagement levels were essentially not influenced by gender, 

level of educational attainment, tenure with the organization, and occupational role/job 

category.  In the next section, the results from the hierarchical multiple regression 

analysis examining the relationships between the predictor variables and the outcome 

variables are discussed. 

Service leadership practices and employee engagement.  In step 2 of the 

regression model service leadership practices was entered in addition to all the 

demographic variables that were entered in the first block.  In examining the results in the 

correlation coefficient table, the relationship between service leadership practices and 

employee engagement was positive and moderate with r = .48.  The results showed that 
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the relationship between service leadership practices was statistically significant with p 

value < .001.  The large F statistic [F (5, 225) = 13.5] confirmed the relationship between 

these variables.  The change in R-squared was reflected as .225.  The change in R-

squared statistic is produced by adding the predictor variable service leadership practices.  

This means that service leadership practices accounted for an additional 22.5% of the 

engagement levels of employees when the effects of the demographic variables were 

controlled.  The entry of service leadership practices significantly increased the variation 

in employee engagement.  Though the demographic variables were entered along with 

service leadership practices in the equation in step 2, it is important to note that only 

service leadership practices made a significant contribution (p value < .001).  Similarly in 

step 1, none of the demographic variables made a significant contribution. Together, the 

demographic variables and service leadership practices explained 23.1% of the variation 

in employee engagement. 

HRM practices and employee engagement.  In step 3 of the regression model 

HRM practices were entered along with the demographic variables and service leadership 

practices.  The correlation matrix showed that HRM practices and employee engagement 

were positively related (r = .43).  From the hierarchical regression analysis, both 

variables were statistically significantly related [F (6, 224) = 13.4, p < .01].  An R-

squared change of .033 was generated.  This suggested that HRM practices explained 

3.3% of the variance in employee engagement while controlling for the demographic 

variables and service leadership practices.   

Only two variables in step 3 made a statistically significant contribution, service 

leadership practices and HRM practices.  While service leadership practices remained 
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statistically significant with p value < .001, all the demographic variables remained non-

significant in step three.  The R-squared value produced was .264 which included all the 

variables from all three steps of the hierarchy.  In other words, the demographic 

variables, service leadership practices, and human resource management practices 

explained 26.4% of the variance in employee engagement. 

Customer service training and employee engagement.  In step four all the 

customer service training related variables (personal motivation for training, benefits of 

training, and colleague support for training) were entered into the regression equation as a 

block.  Results from the correlations table indicated that all three training related 

variables were moderately and positively correlated (.40, .37, and .32 respectively) with 

employee engagement.  The output generated from the regression analysis showed that 

personal motivation for training, benefits of training, and colleague support for training 

were all statistically significantly related to employee engagement when the effects of 

other variables were controlled for [F(9, 221) = 13.2, p < .05].  Combined, all three 

customer service training related variables produced an R-squared change of .085.  This 

means that the total variance explained by the training related variables was 8.5% after 

holding other variables (demographic variables, service leadership practices, and HRM 

practices) constant. 

In addition to the training variables, in this fourth step, service leadership 

practices and human resource management practices continued to make a statistically 

significant contribution.  The demographic variables remained non-significant in relation 

to employee engagement.  Together, all the variables generated an R-squared value of 
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.349 which means that entry of these variables increased the explained variance of 34.9% 

in employee engagement. 

Service encounter practices, service systems practices, and employee 

engagement.  In the fifth model service encounter practices and service systems practices 

were added to the regression equation simultaneously as a block.  The correlation table 

showed a moderate and positive relationship between service encounter practices (r = 

.40) and service systems practices (r = .45) with employee engagement.  However, from 

the regression analysis only service encounter system was statistically significant at p 

value < .01 whereas, service systems practices were not significantly related to employee 

engagement.  Together, service encounter practices and service systems practices 

generated an R-squared change of 0.029 which suggests that both variables accounted for 

2.9% of the variability in employee engagement.   

 All other variables remained statistically significant and related to employee 

engagement except for HRM practices and the demographic variables which were 

consistently non-significant in all analysis.  After entry of service encounter practices and 

service systems practices into the regression model HRM practices became non-

significant.  In order to test the effect of both variables on HRM practices, service 

systems practices and service encounter practices were re-entered into the model 

separately as steps five and six respectively.  It is important to note that regardless of the 

order in which the two variables were entered in the regression model, HRM practices 

became non-significant on entry of both service systems practices and service encounter 

practices.  Additionally, service systems practices was non-significantly related to 
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employee engagement irrespective of whether it was entered before, after, or together as 

a block with service encounter practices.   

Service encounter practices when entered as step five (as mentioned previously) 

remained statistically significant with p < .01 [F (10, 220) = 13.4).  The outputs generated 

an R-squared change of .029 accounting for 2.9% of the variation in employee 

engagement.   In addition to the demographic variables, HRM practices became non-

significant while all other variables (with the exception of the demographic variables) 

made a statistically significant contribution.   

When service systems practices were entered in step 6 of the regression equation, 

the results were statistically non-significant with an R-squared change of .000 while 

holding other variables constant.  This implied that service systems practices do not 

explain any percentage of variation in employee engagement.  HRM practices and the 

demographic variables remained non-significant while other variables continued to make 

a statistically significant contribution. 

Together, all eleven predictor variables produced an R-squared value of .378 

which accounted for 38% of the variation in employee engagement.  In Table 8, the 

hierarchical regression results for the total and unique effects of the predictor sets are 

presented.  The beta (β) weights indicate which variables accounted for significant 

variance in employee engagement. 

Other Noteworthy Finding from Hierarchical Multiple Regression Analysis 

From the output generated by the hierarchical regression analyses it appears that 

service encounter practices serves as a mediator variable in the relationship between  
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Table 8  

Hierarchical Multiple Regression Analyses Predicting Organizational Service 

Orientation and Customer Service Training with Employee Engagement  

 
Predictor     ∆R2   β 

 
Step 1       .006 

Control Variablesª   
 
Step 2       .225* 

Service Leadership Practices      .480* 
 
Step 3       .033* 

HRM Practices        .233* 
 
Step 4       .085** 

Personal Motivation for Training      .148** 
Benefits of Training       .165** 
Colleague Support for Training      .148** 

 
Step 5       .029* 

Service Encounter Practices      .197* 
 
Step 6       .000 

Service Systems Practices       -.016 
 
Total R2      .378 
n      215    

 

Note.  ªControl variables included gender, education, job category, and years of experience with 
organization. 
* p < .01.  ** p < .05.  
 

HRM practices and employee engagement.  This means that HRM practices can be 

important in establishing and maintaining employee engagement but its effects are 

neither direct nor unconditional.  Baron and Kenny (1986) noted that a variable may 

“function as a mediator to the extent that it accounts for the relation between the predictor 

and the criterion” (p. 1176).  In other words, the mediator variable intervenes between the 

independent and dependent variable (MacKinnon, Lockwood, Hoffman, et al., 2002).   
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Baron and Kenny (1986) used path diagrams to help in understanding the 

meaning of mediation which is diagrammed in Figure 2.  In the model depicted in Figure 

2, a three-variable system is assumed resulting in meaning that there are two paths 

leading to the dependent variable: (1) the direct influence of the independent variable on 

the dependent variable; (2) the indirect path from the independent variable to the 

dependent variable via the mediator variable; and (3) the relationship between the 

mediator variable and the dependent variable.   

 

 

 

 

 

 

Source: Baron and Kenny (1986) 

Figure 2.  Mediator Model 

The independent variable is assumed to cause the mediator, therefore, these two 

variables should be correlated.  A variable functions as a mediator when the following 

three criteria are met: (1) the independent variable (HRM practices) must affect the 

mediator (service encounter practices) in the first equation (path a); (2) variations in the 

mediator (service encounter practices) significantly account for variations in the 

dependent variable [employee engagement] (path b); and (3) when both dependent 

variable (employee engagement) and the mediator (service encounter practices) appear in 

the model, a previously significant relation between the independent and the dependent 

variable is no longer significant (after controlling for the effect of the mediator) with the 

Independent  
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a b 

c 

Dependent 
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Mediator 
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strongest demonstration of mediation occurring when the direct independent variable to 

dependent variable path is zero (path c). 

Summary 

Several statistical analyses were conducted to answer the research questions.  The 

results from these analyses were presented.  Descriptive statistics were calculated and 

used to assess central tendencies for each scale and in general summarize the data.  The 

personal motivation for training scale had the highest mean (4.34) with the lowest 

standard deviation (.45).   

Overall the findings revealed positive relationships with organizational service 

orientation and customer service training with employee engagement.  In addition to 

descriptive statistics, correlations between the different subscales of organizational 

service orientation, customer service training related scales and employee engagement 

were also presented.  From the Pearson Correlation Matrix, all the variables were 

positively correlated.   

The findings from the hierarchical multiple regression analysis confirmed the 

hypothesis that there is a positive relationship between organizational strategic practices 

and employee engagement.  All the subscales were found to be statistically and 

significantly related to employee engagement, with the exception of service systems 

practices and the demographic variables.  Each of the predictor variables explained some 

amount of variation in employee engagement.  Service leadership practices accounted for 

the highest percentage of variance in employee engagement. 

Though not included as a research question in the study, the regression analysis 

indicated that service encounter practices serve as a mediator variable in the relationship 
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between HRM practices and employee engagement.  A discussion of these results are 

presented in the following chapter along with implications for research and practice as 

well as recommendations for future research. 
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CHAPTER FIVE 

DISCUSSION AND CONCLUSION 

In this chapter, a summary of the study is presented.  In addition, conclusions are 

drawn based on the results of the study which are discussed in light of previous research.   

Also, potential research and practical implications are made as well as recommendations 

for leaders and managers within the tourism and hospitality sector and the service 

industry in general.  Finally, recommendations are made for HRD professionals, both 

academics and practitioners.  

Summary 

The purpose of the study was to gain a better understanding of employees’ 

perceptions of the policies, practices, and procedures of their organization and how this 

may be connected with employee engagement.  Two major HRD-related organizational 

strategic practices were examined: organizational service orientation and customer 

service related training.  More specifically, the study investigated the relationships among 

organizational service orientation, customer service training, and employee engagement.  

The research was conducted in the Jamaican all-inclusive hotel sector in a sample of 

frontline employees.   

Data were collected from 328 employees at 13 large all-inclusive hotels on the 

northern and western coast of Jamaica.  The overall response rate was 67%.  The final 

sample comprised of 59.4% female respondents and 35.9% male respondents.  Just over 

one third (35%) of the respondents had completed an associate’s or higher degree while 

the majority (57.5%) held a high school diploma and/or vocational education credential.  

This was expected as the position of frontline employee is an entry level position that is 

fairly low-paid, and often referred to as an “in transit” job.  This was also reflected in 
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employees’ years of work experience with the hotel where the average length of time 

employed was 2.12 years. 

The research questions that guided the study were:  

Q1. Is there a significant relationship between employees’ perceptions of service 

orientation and customer service training? 

Q2. Is there a significant relationship among employees’ perceptions of organizational 

service orientation, customer service training, and employee engagement? 

A survey research design was used to explore the research questions.  Data were 

collected using a self-report paper-based questionnaire.  From the questionnaire, 

individual-level perception data on organizational service orientation, customer service 

related training, and employee engagement were collected.  The measures used were 

Lytle, Hom, and Mokwa’s (1998) ServOr (Organizational Service Orientation) scale with 

four factors/subscales; Noe and Schmidt’s (1986) personal motivation for training scale; 

Noe and Wilk’s (1993) benefits of training and colleague support for training scales; and 

Schaufeli, Bakker, and Salanova’s (2006) employee engagement scale.  The 

questionnaire had a total of 80 items including demographic questions.  

A number of data analysis techniques were used to address the research question.  

The CFA technique was conducted to confirm the construct validity of the scales and the 

overall fit of the sample data to the proposed model.  Hierarchical regression analysis was 

used to analyze the relationships between the variables and to determine the unique 

contribution of each variable in predicting employee engagement.  Pearson’s Correlation 

(r) was used to analyze the presence and strength of the relationship between the 

variables of interest.  In addition, descriptive statistics, including the means, standard 
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deviations, and percentages were used to summarize the data.  Discussions of the findings 

are presented in the following section. 

Discussion 

 In the following paragraphs, a discussion of the findings on the relationship 

between organizational service orientation and customer service training is presented. 

Relationship between Organizational Service Orientation and Customer Service 

Training 

From the correlation matrix all independent variables were positively and 

significantly related to the outcome variable, employee engagement.  Pearson correlation 

r was used to examine the relationships between organizational service orientation and 

customer service training.  To be more specific, service leadership practices and HRM 

practices were the two subscales of organizational service orientation that were examined 

in relation to all three training related variables.  These two subscales were specifically 

chosen because they are managerial practices and more HRD related and hence more 

relevant to investigate how they are associated with the training.  The training variables 

were personal motivation for customer service training, benefits of customer service 

training, and support from colleagues for customer service training.   

The relationship of all customer service training variables was positive and 

statistically significant with service leadership practices.  Personal motivation for training 

and benefits of training indicated a moderate relationship with service leadership 

practices. However, service leadership practices showed a stronger relationship with 

personal motivation for training than benefits of training. Service leadership practices 

showed a relatively weak relationship with colleague support for training.  
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HRM practices were moderately correlated with all three customer service 

training related variables.  Similar to service leadership practices, HRM practices showed 

the strongest relationship with personal motivation for training, followed by benefits of 

training then colleague support for training.  However, personal motivation for training 

was most strongly correlated with leadership practices.  High levels of service leadership 

practices and HRM practices were associated with high levels of employees’ motivation 

for training, benefits of training, and colleague support for training.  When employees 

perceive leadership and HRM practices as highly supportive of a customer service 

orientation they are more motivated to participate in training and expect greater benefits 

from training.  The findings of positive and significant relationships between leadership 

practices, HRM practices, and training are consistent with the results from previous 

research.   

Noe and Wilk (1993) reported that employees’ perceptions of the work 

environment, specifically support from managers and the type of conditions that 

employees believe they will encounter at work, is a strong influence on learning and 

development activities.  Other authors support these findings by stating that employees 

pay attention to organizational characteristics such as policies, reward systems, and 

managerial behaviors that show support for learning (Tracey, Tannenbaum, & Kavanagh, 

1995).  Furthermore, employees’ perceptions of the characteristics of the work 

environment can influence training motivation, use of training content on the job, and 

training benefits in general (Tracey, et al.).  In Colquitt, LePine, and Noe’s (2000) meta-

analytic study, it was emphasized that training motivation is influenced by both 

individual and situational characteristics.  One such situational characteristic noted was 
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organizational characteristics, in particular, leadership pattern.  An earlier study by 

Podsakoff, MacKenzie, Moorman, and Fetter (1990) pointed out that influential 

situational characteristics to a great extent reside at the leadership level.  Other 

researchers have alluded to the perceived presence of manager support for participation in 

training activities (Birdi, Allan, & Warr, 1997; Noe & Wilk, 1993).  Birdi, et al. linked 

manager support to increased on- and off-the-job learning and development.  On the 

whole, organizational characteristics, which include leadership and HRM practices, play 

a major role in influencing training effectiveness or training outcomes.  This study 

provides additional support for the role of leadership and managerial activity that 

recognizes the value of learning on employee attitudes.  The study also extends previous 

research, as it investigated customer service training, in particular, as against training in 

general.  Previous studies have not considered the relationships between leadership and 

HRM practices with customer service training. 

Relationships among Organizational Service Orientation, Customer Service 

Training, and Employee Engagement 

 Service leadership practices, HRM practices, service encounter practices, and all 

customer service training related variables were found to be positive and statistically 

significant in relation to the outcome variable, employee engagement.  The only 

exceptions were the demographic variables and service systems practices which were not 

statistically significant in relation to employee engagement.  The variables of interest in 

the study explained 38% of the variance in employee engagement.  Although no 

mediation effects were hypothesized at the very onset of the study, findings revealed that 
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service encounter practices mediate the relationship between HRM practices and 

employee engagement.     

Findings from the study showed statistical significant relationship between 

service leadership practices and employee engagement.  Service leadership practices 

accounted for 23% of the variation in employee engagement highlighting that employee 

perceptions of service leadership practices are highly related and play a direct role to 

influence their levels of work engagement.  The more employees perceive leadership 

practices as supportive as well as feel a connection with leadership, the more likely they 

will be highly engaged in their job roles.   This suggests that the leadership of the 

organization can promote higher levels of engagement among their employees by 

demonstrating through their own behaviors and management styles the attitude set they 

would like their employees to exhibit.   

It is important that leaders create a service culture that will promote service-

giving attitudes of employees.  In support of this claim, other studies have found that 

leadership behaviors of managers are directly related to service quality and performance 

at the unit level in organizations (Church, 1995) with the attitudes of managers and 

leaders shaping the service orientation of the organization (Berry, Parasuraman, & 

Zeithaml, 1994; Bowen & Schneider, 1988).  In a study of airline service employees it 

was found that employee’s satisfaction with leadership and work demands were strongest 

predictors of service behavior (Zerbe, Dobni, & Harel, 2009).  While studies have 

discussed the relationship between leadership practices and engagement at a conceptual 

level, very little, or no empirical investigation has been published, especially as it 

concerns the service industry. 
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HRM practices were also found to have a statistical significant relationship with 

employee engagement.  HRM practices pertain to performance appraisal, benefits, 

rewards, and compensation, development, and labor relations.  The significance of the 

relationship implies that when employees perceive their organization as one that 

facilitates performance, enhances career opportunities, and offers benefits, compensation, 

and recognition for their hard work they are inclined to be more engaged in their jobs.  In 

the case of the hospitality sector, frontline employees will be more willing to satisfy the 

needs of the customer when the organization demonstrates interest in their growth and 

development.  In other words, employees who perceive their organizations has having 

sound and satisfactory HRM practices may be exchanging or ‘paying back’ to their 

respective organizations by being positive, courteous, and hospitable toward customers. 

Previous research findings prove to be consistent with the results of this study.  

HRM practices are required to achieve sustained performance results (2008).  Edgar and 

Geare (2005) found that significant relationships exist between HRM practices and 

employee work related attitudes, specifically organizational commitment and job 

satisfaction.  Tsaur and Lin (2004) explained that the way in which an organization 

manages its human resources establishes the tone and conditions of the employee-

employer relationship which impacts employee attitudes.  Tsaur and Lin also noted that 

employee perceptions of HRM practices are linked to employee service behavior in 

hotels.  In turn, employee attitudes influence the employee-customer relationship.  Salary 

level has also been revealed as being significantly associated with the organizational 

performance for both managers and non-managers (Fey, Björkman, & Pavlovskaya, 

2000).  If employees expect their efforts to be fairly rewarded they are more likely to 
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satisfy the customers’ needs.  Schneider, et al. (1985) found that employee perceptions of 

HRM practices were significantly related to customer perceptions of service quality.  

Findings from Chand’s (2008) study revealed that HRM practices were a positive 

influence on the improvement of service quality as well as on customer satisfaction and 

overall hotel performance.   

The customer service training related variables were found to have a positive and 

statistically significant relationship with employee engagement.  This suggested that 

when employees perceive their organization as demonstrating interests in their 

professional and career advancement, through the provision of training and development 

programs they will more likely exhibit higher levels of engagement at work.  This 

relationship was perhaps influenced by the high mean score for personal motivation for 

training.  The high mean score (4.34) for this variable may suggest that highly engaged 

employees are also highly motivated to seek additional training opportunities as this 

could be perceived to increase job security, provide higher job pay and benefits, or lead 

to additional job opportunities. 

There is evidence from past research that supports this finding.  Researchers have 

found that there are significant relationships between various measures of training and 

employee attitudes (Al-Emadi & Marquardt, 2007; Bartlett, 2001; Meyer & Smith, 2000).  

Hartline and Jones’ (1996) study showed evidence of a positive relationship between 

training and higher levels of employee service attitudes in hotels.  Hartline and Jones 

emphasized that service-oriented firms should actively encourage frontline employees to 

undertake adequate training to ensure they understand their role in providing quality and 

value.  Garavan’s (1997) study provided additional evidence of the positive impact that 
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customer service related training can have on improving the quality of service within a 

hotel environment.  As noted by Garavan, training and development can be used to 

reinforce certain behaviors and attitudes which contribute to effective service.  This study 

extends results from previous studies that have not considered the relationships between 

various measures of training and the work attitude of employee engagement. 

The term ‘service encounter’ refers to every point of contact between the 

employee and the customer, often also referred to as ‘moments of truth’.  Service 

encounter practices were also found to have a statistical significant relationship with 

employee engagement.  This finding suggested that the more employees pay attention to 

meeting and exceeding customers’ needs and the more they are empowered to respond to 

customers’ requests then it is highly likely they will be more engaged during the 

employee-customer interactions.  Previous research showed that service encounter 

practices (customer treatment and employee empowerment) influence employee attitudes.  

In a study conducted by Gonzalez and Garazo (2006), it was found that service encounter 

practices directly influenced employee organizational citizenship behavior.  Findings 

from Lytle and Timmerman’s (2006) study revealed that service encounter practices are 

positively and significantly related to employee commitment. 

Service encounter practices also mediate the relationship between HRM practices 

and employee engagement.  The empirical result indicated that HRM practices do affect 

employee engagement directly and indirectly through service encounter practices.  While 

some authors have demonstrated direct links between HRM practices and desirable 

workplace behavior (Tannenbaum, Mathieu, Salas, & Canon-Bowers, 1991), other 

studies have provided evidence to suggest that organizations can influence employee 
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attitudes through HRM practices but these relations are not necessarily direct (Kinicki, 

Carson, & Bohlander, 1992; Meyer & Smith, 2000).  Meyer and Smith in their study 

found that the relationships between HRM practices and employee commitment were 

mediated by perceptions of procedural justice and organizational support.  The authors 

further stated that the nature and strength of the influence may be determined by how 

employees perceive HRM practices.  Tsaur and Lin (2004) in a study conducted in tourist 

hotels in Taiwan indicated that service behavior partially mediates the relationship 

between HRM practices and service quality.  The findings of this study are consistent 

with previous research findings that have supported the claim that HRM practices are 

related, though indirectly, to employee attitudes, in this case employee engagement.  

HRM practices can create an environment that promote and foster higher levels of 

employee engagement but there is no direct relationship with engagement.  In the 

following sections, implications for research and practice are discussed. 

Implications for Research 

The findings of this study have several implications for researchers in the field of 

HRD, as well as researchers in the tourism and hospitality sector.  The study also builds 

on the service literature as it emphasizes the critical role of employee engagement in 

service organizations.  The results revealed that service leadership practices, HRM 

practices, service encounter practices, and the customer service training related variables 

have a significant unique effect on employee engagement.  The results of the study 

clearly indicated the importance of having an engaged workforce and therefore, the 

significance of promoting factors that engender employee engagement.  As a result, the 

study contributes to the literature by increasing knowledge and understanding of factors 
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that can foster the engagement levels of frontline employees in the hotel sector and in 

particular the all-inclusive hotels in the tourism dependent Caribbean region. 

Employee engagement is an emerging concept and one of the most desired 

workplace attitudes (Saks, 2006).  There has been increasing interest in employee 

engagement and its important role in individual and organizational performance as well 

as maintaining a competitive advantage (Slatten & Mehmetoglu, 2011).  However, much 

of the literature on employee engagement is derived from consulting firms and 

practitioners.  Furthermore, the scant research on employee engagement in academia is 

more conceptual than empirical.  Though often speculated to have direct links to 

performance, very few quantitative studies have shown that engagement is positively 

related to job performance (Demerouti & Bakker, 2006).  Moreover, this general lack of 

research on engagement is even more sparse within tourism and hospitality research in 

spite of the vital role of employee attitudes in organizational success (Kim, Shin, & 

Swanger, 2009; Slatten & Mehmetoglu).   This study builds on the academic conceptual 

literature and empirical studies on employee engagement in general and also on employee 

engagement in the tourism and hospitality sector. 

This study contributes to knowledge on antecedents related to organizational 

strategic practices that enhance employee engagement.  Slatten and Mehmetoglu (2011) 

noted that their study was the first to be conducted in hospitality research that empirically 

examined certain antecedents of employee engagement from a frontline perspective.  

Therefore, this study was a further attempt to build on and extend Slatten and 

Mehmetoglu’s research work and continues to echoe the previously stated call for more 
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research related to employee engagement, especially given the critical role that frontline 

employees play in the success of tourism and hospitality organizations. 

The variables in the study were management practices that are directly related to 

the field of HRD.  The study contributes knowledge on the importance of leadership 

practices in relation to employee engagement.  The findings revealed that service 

leadership was the most important construct, or the strongest predictor, in fostering 

employee engagement.  Leadership practices significantly influenced employees’ level of 

engagement.  Robinson, et al. (2004) in a study from the practitioner literature, noted 

quality leadership and management as essential for nurturing the engagement levels of 

employees.  Khan (1990) found that supportive leadership and management promoted 

psychological safety, in that when employees feel that the organization cares about their 

well-being they are likely to fulfill their obligations by becoming more engaged.   

The study also adds knowledge to the HRD literature on training, in particular, 

customer service training and how it is positively associated with leadership practices and 

HRM practices.  Also importantly, customer service training was significantly related to 

employee engagement.  Based on the findings of this study, HRD researchers can gain a 

more in-depth understanding on the role of training and development activities, 

specifically customer service training, in fostering an engaged frontline workforce.   

In addition to the field of HRD, the study contributes to other academic 

disciplines such as organizational psychology, HRM, and the service literature which 

expands the scope of the findings from this research and further extends theoretical base 

in these areas.  The study builds on the body of knowledge related to HRM practices and 

service encounter practices.  Several HRM practices, including, benefits and 
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compensation, recognition, and development activities can enhance employee 

engagement.  Tsaur and Lin (2004) in their study indicated that HRM practices are linked 

to employee service behavior in tourist hotels.   

Though the results of the study demonstrated that HRM practices are directly 

linked to employee engagement, findings also revealed that HRM practices influence 

employee engagement indirectly through service encounter practices.  Therefore, this 

study also contributes to the knowledge related to the mediating effect of service 

encounter practices in the relationship between HRM practices and employee 

engagement.  It is important to note that HRM practices can create an environment to 

promote employee engagement by allowing employees a certain level of autonomy and 

empowerment to make certain decisions while acting independently to provide quality 

service without having to seek approval from management in certain instances.  In other 

words, the more discretion that employees are allowed over aspects of their roles, the 

more engaged they will be on the job.  Autonomy is particularly required where the job 

role is not easily prescribed or standardized and this is most often the case for frontline 

jobs in the hospitality sector (Slatten & Mehmetoglu, 2011) 

Implications for Practice 

The findings of this study also have several implications for HRD practitioners as 

well as leaders and managers within the tourism and hospitality sector, especially those in 

all-inclusive hotels in Jamaica.  The study has revealed the significance of having an 

engaged workforce.  It is noted that there is an ‘engagement gap’ among employees today 

(Kowalski, 2003).  This study has investigated antecedents that contribute to HRD 

professionals and management understanding of how to close the engagement gap as it 
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relates to frontline employees in service organizations.  To be more specific, this study 

has provided management in tourism and hospitality organizations an understanding of 

both the effects of engagement and of certain HRD-related strategic policies, practices, 

and procedures that can encourage employee engagement.   

This study results in an increase in the understanding of having an engaged 

workforce and of the importance of organizational service orientation (service leadership 

practices, HRM practices, service encounter practices) and customer service related 

training (personal motivation for training, benefits of training, and support from 

colleagues for training) as major factors that drive employee engagement.  The findings 

indicated that management policies and practices can help to shape and influence 

employee attitudes.  Managers should try to focus on how employees perceive the 

benefits of their position as frontline staff (Slatten & Mehmetoglu, 2011).  The all-

inclusive hotel sector can adopt various HRM practices to enhance employee service 

attitudes and consequently improved service quality.  Managers should pay close 

attention to these strategic organizational practices in an effort to create a frontline 

workforce that is highly engaged.   

Leadership, through clear strategy and direction, can guide the performance of 

employees in organizations, including tourism and hospitality organizations (Dvir, et al., 

2002).  Leaders can create a culture for high level customer service by their own 

behaviors and management styles (Berry, et al. 1994).  It is important that leadership 

constantly communicate the importance of service and spend time with employees and 

customers on the frontline.  Managers and leaders should spend time sharing with 

employees the vision and mission, as well as the overall aims and objectives of the 
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organization and the strategies implemented to achieve those goals.  Slatten and 

Mehmetoglu (2011) stated that management should involve employee in the strategic 

planning of the organization at an early stage.  In addition, managers should ensure that 

each employee knows the importance of their role and how it fits into the overall goal of 

the organization, perhaps through customer service training.   

Important findings that contribute to the understanding of customer service 

training and development initiatives resulted from this study.  Employees who have a 

personal motivation to learn are highly likely to be more engaged at work.  Organizations 

that are interested in stimulating employees’ interest and involvement in development 

activities should put certain actions into perspective to ensure that employees have high 

levels of motivation to learn (Noe & Wilk, 1993).  Motivation to learn can be increased 

when employees are able to apply new learning and are made aware of the benefits that 

can be derived from customer service training.  Support from colleagues for customer 

service training activities also influence employee engagement.  HRD professionals and 

managers should take steps to ensure that colleagues are supportive of learning and 

development programs.  Managers should also be supportive of development activities 

and take steps to alleviate adverse working conditions that unintentionally negatively 

affect employees who attend training programs (Noe & Wilk).  By having this 

knowledge, HRD practitioners and managers can improve customer service training 

programs and work towards service goals.   

Another crucial practical implication from this study is the importance for 

managers and HRD professionals to measure the engagement of their employees on a 

regular basis.  A measure of engagement can serve as a gauge to determine how well the 
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organization is performing; the outcome of which can be used to effect change by 

evaluating the policies, practices, and procedures that are implemented.  A wider 

recommendation would be for HRM in these hotels to adopt a more strategic approach to 

human resources as a driver for performance.  Much of the existing strategy seems 

grounded on marketing or services offered as a source of competitive advantage.  The 

findings of this study may encourage managers to develop strategic management plans 

that include appropriate consideration of the links between customer service training, 

employee engagement and future desired outcomes for performance. 

Limitations and Recommendations for Future Research 

Inevitably, all research work has limitations.  This study has certain limitations 

that should be taken into account when considering its contributions.  Also, these 

limitations may be viewed as opportunities when conducting future related research.  

Surveys are increasingly used in organizations to document employee attitude to 

their jobs and to gain their perceptions of work-related practices (Schneider, et al., 1996).  

However, the use of a survey research design is accompanied by a number of possible 

limitations that may have influenced the results of this study.  The study relied solely on 

self-report data (the questionnaire) and single source informants (frontline employees in 

the hotel sector).  As a result, common method variance could have been a possible threat 

to internal validity.  Common method variance applies when variables are assessed using 

the same research method (Gall, Gall, & Borg, 2007).  Other data collection methods, 

such as interviews or direct observation, could have been used to address this issue. 

Participants could have misinterpreted questions or deliberately answered falsely.  

As such, response bias may have been a threat to internal validity.  Also, memory lapses, 
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differences in individual motivation, and knowledge of participants are also limitations 

that are inherent in surveys (Schneider, et al., 1996).  These factors may have impacted 

the results of this study. 

Another limitation of the study was that respondents were asked to respond to 

questions that were directly related to customer service training and not training in 

general.  Although it is highly likely that a considerable amount of training delivered to 

frontline employees was service related, if not all, it is possible that respondents may 

have answered questions based on all types of training they had participated in. 

It is important to note that results of the study could be biased depending on who 

was responsible for collecting the data.  The HR department was fully responsible for 

administering the questionnaire in five of the hotels included in the study.  Typically, 

employees have the tendency to feel a sense of insecurity the moment HR announces an 

organizational survey.  In these cases, employees may have been skeptical about the 

study and may not have responded truthfully fearing a potential violation of their trust.  

In addition, respondents were not given a preset time in which to complete the 

questionnaire.  Some employees were allowed three or more days while others had a few 

hours or less in which to complete the questionnaire.  The length of time in which 

respondents had to answer the questions may have potentially influenced the way in 

which the questions were answered.  Employees who were given a longer time had the 

opportunity to more fully absorb the questions and their meanings while possibly those 

with less time did not. 

Employees were asked to answer questions in relation to the current organization 

they were employed with; however, some employees may have been previously 
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employed in a frontline position with other hotels.  As a result, the respondents may have 

answered questions based on the service orientation and customer service training they 

had received from working with former hotels.   

Another limitation of the study is that the relationships between organizational 

service orientation, customer service training, and employee engagement were tested in 

one country (Jamaica) and one industry – tourism and more specifically the all-inclusive 

hotel sector.  Therefore, there is no guarantee that the results can be generalized to other 

types of hotels or other service organizations. 

Future research should replicate and extend the present findings of this study to 

determine if there are differences in employee engagement depending on the type of 

hospitality organization.  Research could be conducted in different cultural contexts other 

than Jamaica and in hospitality organizations besides all-inclusive hotels.  The study 

could also be repeated in other service organizations. 

It is also imperative that future research focus attention on other antecedents or 

factors driving employee engagement.  Potential research may also investigate other 

HRD practices to help understand how these practices can influence employee 

engagement.  In this study, components of organizational service orientation and a variety 

of customer service related training explained 38% of the variation in employee 

engagement of frontline staff in all-inclusive hotels.  This means that there are other 

organizational and HRD related factors that help to cultivate growing levels of employee 

engagement.  It would also be important to examine individual characteristics, in 

particular personality dimensions, in relation to employee engagement.  Future research 
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could also test for other variables that mediate the relationship between HRM practices 

and employee engagement. 

Past research findings revealed that engaged employees perform better (Cohen & 

Keren, 2008), average higher customer satisfaction ratings, create increased revenue 

(Wagner & Harter, 2006) and can be a means to competitive advantage (Sen, 2009).  

Other research has also suggested a direct employee engagement-profit linkage (Ketter, 

2008).  The findings of this study indicated that employee’ perceptions of strategic 

organization policies and practices are positively related to employee engagement.  On 

the premise of previous research findings engaged employees will stimulate greater levels 

of customer satisfaction and in turn service quality and organizational effectiveness.  

However, future research could broaden the findings of this study by including other 

constructs such as customer satisfaction and loyalty, service quality, and profitability in 

relation to employee engagement to create more definitive results.    

For a concept that is becoming increasingly popular among HR management and 

development practitioners and business consultants, a more clear and consistent 

definition of engagement needs to be developed.  This will help to build conceptual work 

around the concept as the rigor of academic inquiry is lacking.  A more unified and 

coordinated approach to understanding and developing the engagement concept across 

academic and practitioner disciplines is needed (Shuck & Wollard, 2010).  In addition, 

this will result in a more precise and accurate measure of employee engagement. 

In future, other quantitative research designs could be utilized to expand on the 

findings of this study.  For example, the research questions in this study were not 

designed for causal inferences; as such the results cannot be interpreted as implying 
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causality.  Other statistical approaches could therefore be used to extend the results about 

causality.  The qualitative methodological research paradigm can also be used to add 

more depth to the study and to generate more nuanced understanding of the phenomena 

under investigation.  

Research addressing these recommendations will add to theoretical understanding 

and will also provide practical implications for excellent organizational practices, 

policies, and procedures that can enhance high levels of employee engagement in the 

tourism and hospitality sector and service organizations in general.  More specifically, 

leaders and policy makers in the Jamaican tourism industry will better understand what is 

necessary to sustain the all-inclusive hotel sector and be more insightful as to what is 

required for tourists to make repeat visits to the island, in light of the fact that customers 

are not only concerned about the cost but the quality of the experience.  

The image of Jamaica as a vacation destination and as a tourism dependent island 

nation remains to a large extent sun, sea, and sand based.  However, findings of this 

research suggest that the service orientation of all inclusive hotels, employee service 

training, and engagement may be just as important as the sun, sea, and sand concept to be 

able to maintain industry success as well as to sustain a competitive advantage. 
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Invitation to Participate 

You are invited to participate in a research study investigating the experience of working 
in Jamaica’s tourism industry.  I am originally from Clarendon but moved to the United 
States for my graduate study.  I am a doctoral student in the Human Resource 
Development program at the University of Minnesota, and now conducting research for 
my dissertation to complete my Ph.D. 

The purpose of this study is to gain a better understanding of how customer service 
training might link to employees’ level of engagement.  Human resource managers, 
training managers, and organizational leaders in Jamaica hotels and resorts will gain a 
more in-depth understanding on the role of training and development activities, 
specifically customer service training, in fostering an engaged workforce.  The outcomes 
of the study can be used to benchmark and monitor how well the organization is 
performing and can also effect change.    

Your participation will make significant contribution and is very much appreciated.  
Participation in this study is voluntary. Your decision whether or not to participate will 
not affect your current or future relations with the University of Minnesota.  There are no 
known psychological or physical risks to participating in the study. The information 
provided is confidential and will only be reported in aggregate summaries. 

The results of the study will be shared with participating organizations, if desired.  
Specific measures included in the survey are employee perceptions of organizational 
service orientation, personal motivation for and benefits of customer service training, 
support for customer service training from colleagues, and work engagement.  Please 
notify me if you would like more information regarding the actual survey. 

If you have any questions, feel free to contact me at 1-876-986-3147 or email me at 
joh02029@umn.edu. You may also contact my advisor, Dr. Kenneth Bartlett at 
bartlett@umn.edu.  If you have any questions or concerns regarding this study and would 
like to speak with someone other than the researcher, you are encouraged to contact the 
University of Minnesota Research Subjects’ Advocate Line, D528 Mayo, 420 Delaware 
St. SE, Minneapolis, MN 55455; (612) 625-1650.    

I look forward to receiving your response.  Thank you in advance for your participation. 

 

Sincerely, 
Karen R. Johnson 
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Research Proposal to Organizations 
The Relationships between Organizational Service Orientation, Customer Service Training, and 

Employee Engagement 
 

Karen R. Johnson 
University of Minnesota, Twin Cities Campus 

College of Education and Human Development 
Department of Organizational Leadership, Policy and Development 

Email: joh02029@umn.edu 
 
This proposal is seeking your participation in a study on the service orientation of the organization and 
customer service training and how these practices are related to levels of employee engagement at work. 
 
Purpose of Study 
Recognizing that the path to success runs through customers, managers of service organizations are 
challenged to formulate and implement creative strategies to differentiate themselves from others in today’s 
globally competitive economy.  Delivering quality service through capable frontline employees is critically 
related to profitable growth.  As such, organizations must find effective strategies to help ensure that 
employee attitudes are conducive to the delivery of quality service.  Considering the value of the employee-
customer relationship, the purpose of the study is to investigate how organizational strategic policies and 
practices could potentially be related to employee engagement as a means to improve service quality, 
customer satisfaction, and organizational effectiveness.  Current research suggests that employees who are 
engaged, average higher customer satisfaction ratings and create increased revenue.  However, very little 
research describes the most effective strategies for fostering high levels of employee engagement in the 
tourism and hospitality sector.  
 
Benefits to your organization 
After collecting and analyzing data, an executive summary of results will be provided to your organization.  
Participation in this study will provide an opportunity to do the following: 

• Assess the current state of employee perceptions of the organization as having adopted policies 
and practices that embrace excellent customer service. 

• Measure the effectiveness of organizational strategic practices in fostering employee engagement. 
• Assess the current state of the service orientation of the organization which can be used to 

benchmark and monitor how well the organization is performing and also to effect change. 
 
Research Design and Details 
The study will be conducted using a 15-minute paper-based survey. The survey will ask employees to 
respond to five sections, including: 

• perceptions of the service orientation of the organization 
• perceptions of customer service training 
• perceptions of employee engagement at work. 

 
Other important details about the study include: 

• frontline employees in all-inclusive hotels who have been employed in this position for at least six 
months are invited to participate. 
 

Confidentiality 
All data gathered will remain strictly anonymous and confidential.  The findings will be aggregated from 
all data and will not be attributable to specific individuals or organizations.  
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Survey of Employee Perceptions of Service Orientation and  
Customer Service Training In All-Inclusive Hotels 

Please indicate your level of agreement by circling the number that best reflects your feelings.  There are 
several sections and despite the similarity of some statements it is very important that you respond to each 
statement.  Only then can your opinions be included in the final analysis.  This is not a test and there is no 
right or wrong answer so please respond as honestly and accurately as you can.  All information collected 
will be kept absolutely confidential. 

 
Organizational Service Orientation 

  Strongly 
Disagree 

Disagree Neutral Agree Strongly 
Agree 

1. There is true commitment to service, not 
just lip-service 

1 2 3 4 5 

2. Customers are viewed as opportunities 
to serve rather than as sources of 
revenue 

1 2 3 4 5 

3. It is believed that, basically, the 
organization exists to serve the needs of 
its customers 

1 2 3 4 5 

4. Management constantly communicates 
the importance of service 

1 2 3 4 5 

5. Management regularly spends time “on 
the floor” with customers and front-line 
employees 

1 2 3 4 5 

6. Management is constantly measuring 
service quality 

1 2 3 4 5 

7. Management shows that they care about 
service by constantly giving of 
themselves 

1 2 3 4 5 

8. Management provides resources, not just 
‘lip-service’, to enhance employee 
ability to provide excellent service 

1 2 3 4 5 

9. Managers give personal input and 
leadership into creating quality service 

1 2 3 4 5 

10. Employees care for customers as they 
would like to be cared for 

1 2 3 4 5 

11. Employees go the ‘extra mile’ for 
customers 

1 2 3 4 5 

12. We are noticeably more friendly and 
courteous than our competitors 

1 2 3 4 5 

13. Employees go out of their way to reduce 
inconveniences for customers 

1 2 3 4 5 

14. Employees often make important 
customer decisions without seeking 
management approval 

1 2 3 4 5 

15. Employees have freedom and authority 
to act independently in order to provide 
excellent service 

1 2 3 4 5 

16. Management provides excellent 
incentives and rewards at all levels for 
service quality, not just productivity 

1 2 3 4 5 

17. This organization noticeably celebrates 
excellent service 

1 2 3 4 5 
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  Strongly 
Disagree 

Disagree Neutral  Agree Strongly 
Agree 

18. Every employee receives personal skills 
training which enhances his/her ability 
to deliver high quality service when 
actually encountering the customer 
 

1 2 3 4 5 

19. During training sessions we work 
through exercises to identify and 
improve attitudes toward customers 

1 2 3 4 5 

20. We enhance our ability to deliver 
excellent service through the use of 
‘state-of-the-art’ technology 

1 2 3 4 5 

21. Technology is used to build and develop 
higher levels of service quality 

1 2 3 4 5 

22. We use high levels of technology to 
support the efforts of men and women 
on the frontline 

1 2 3 4 5 

23. We go out of our way to prevent 
customer problems 

1 2 3 4 5 

24. We go out of our way to prevent 
customer problems rather than react to 
problems once they occur 

1 2 3 4 5 

25. We actively listen to our customers 1 2 3 4 5 
26. We have an excellent customer 

complaint-handling system for service 
follow-up 

1 2 3 4 5 

27. We have established problem-solving 
groups to enhance our ability to resolve 
service breakdowns 

1 2 3 4 5 

28. We provide follow-up service calls to 
confirm that our services are being 
provided properly 

1 2 3 4 5 

29. We provide every customer with an 
explicit service guarantee 

1 2 3 4 5 

30. Every employee knows what determines 
a good and bad service experience 

1 2 3 4 5 

31. We do not wait for customers to 
complain, we use internal standards to 
pin-point failures before we receive 
customer complaints 

1 2 3 4 5 

32. Every effort is made to explain the 
results of customer research to every 
employee in understandable terms  

1 2 3 4 5 

33. Every employee understands all of the 
service standards that have been 
instituted by all departments 

1 2 3 4 5 

34. We have developed chain of objectives 
linking together every hotel/property in 
support of the head office 

1 2 3 4 5 

35. Service performance measures are 
communicated openly with all 
employees regardless of position or 
function 

1 2 3 4 5 
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Personal Motivation for Training 
  Strongly 

Disagree 
Somewhat 
Disagree 

Neutral Somewhat 
Agree 

Strongly 
Agree 

1. I try to learn as much as I can 
from customer service training 
programs 

1 2 3 4 5 

2. I believe I tend to learn more 
from customer service training 
programs than most people 

1 2 3 4 5 

3. I am usually motivated to learn 
the skills emphasized in customer 
service training programs 

1 2 3 4 5 

4. I would like to improve my skills 1 2 3 4 5 
5. I am willing to exert considerable 

effort in customer service training 
programs in order to improve my 
skills 

1 2 3 4 5 

6. I believe I can improve my skills 
by participating in customer 
service training programs 

1 2 3 4 5 

7. I can learn the material presented 
in most customer service training 
programs 

1 2 3 4 5 

8. Participation in customer service 
training programs is of little use 
to me because I have all the 
knowledge and skills I need to 
successfully perform my job 

1 2 3 4 5 

9. I am willing to invest effort to 
improve skills and competencies 
related to my current job 

1 2 3 4 5 

10. I am willing to invest effort to 
improve skills and competencies 
just for the sake of learning 

1 2 3 4 5 

11. I am willing to invest effort to 
improve skills and competencies 
in order to prepare myself for a 
promotion 

1 2 3 4 5 

 
Personal Benefits of Training 

  Strongly 
Disagree 

Somewhat  
Disagree 

Neutral Somewhat 
Agree 

Strongly 
Agree 

 Participating in customer service 
training programs will… 

     

1. Help my personal development 1 2 3 4 5 
2. Increase my chances of getting a 

promotion 
1 2 3 4 5 

3. Help me obtain a salary increase 1 2 3 4 5 
4. Help me perform my job better 1 2 3 4 5 
5. Result in having to do extra work 

without being rewarded for it 
1 2 3 4 5 

6. Result in more opportunities to pursue 
different career paths 

1 2 3 4 5 

7. Lead to more respect from my peers 1 2 3 4 5 
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  Strongly 
Disagree 

Somewhat  
Disagree 

Neutral Somewhat 
Agree 

Strongly 
Agree 

8. Give me a needed break from my job 1 2 3 4 5 
9. Help me get along better with my 

manager 
1 2 3 4 5 

10. Help me get along better with my peers 1 2 3 4 5 
11. Give me a better idea of the career path 

I want to pursue 
1 2 3 4 5 

12. Help me reach my career objectives 1 2 3 4 5 
13. Help me network with other employees 1 2 3 4 5 
14. Help me stay up-to-date on new 

processes and products or procedures 
related to my job 

1 2 3 4 5 

 
Training Support from Colleagues 

  Strongly 
Disagree 

Somewhat  
Disagree 

Neutral Somewhat 
Agree 

Strongly 
Agree 

1. I can count on my co-workers to 
provide me with help and services 
needed to complete my job 
assignments 

1 2 3 4 5 

2. Co-workers can be counted on to 
help me develop the skills 
emphasized in customer service 
training programs 

1 2 3 4 5 

3. In general, my co-workers view 
customer service training as a 
waste of time 

1 2 3 4 5 

4. It would be difficult for me to try 
and work on improving my skills 
because of my relations with my 
co-workers 

1 2 3 4 5 

5. My co-workers tend to resist my 
efforts to apply new knowledge or 
skills on the job 

1 2 3 4 5 

6. More experienced co-workers are 
usually reluctant to give me 
guidance 

1 2 3 4 5 

 
Work Engagement  

  Never Almost 
Never 

Rarely Sometimes Often Very 
Often 

Always 

1. At my work, I feel 
bursting with energy 

0 1 2 3 4 5 6 

2. I find the work that I do 
full of meaning and 
purpose 

0 1 2 3 4 5 6 

3. Time flies when I am 
working 

0 1 2 3 4 5 6 

4. At my job, I feel strong 
and vigorous 

0 1 2 3 4 5 6 

5. I am enthusiastic about 
my job 

0 1 2 3 4 5 6 
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  Never Almost 
Never 

Rarely Sometimes Often Very 
Often 

Always 

6. When I am working, I 
forget everything else 
around me 

0 1 2 3 4 5 6 

7. My job inspires me 0 
 

1 2 3 4 5 6 

8. When I wake up in the 
morning, I feel like going 
to work 

0 1 2 3 4 5 6 

9. I feel happy when I am 
working intensely 

0 1 2 3 4 5 6 

 
Demographic Information 

1. What is your gender?  a) Female b) Male 
 
2. What is your level of education?     a) High school  b) Certificate c) Associate 

degree         d) Bachelor’s degree e) Other _______________  
 

3. Circle job category appropriate to you 
a) front office b) sales/guest relations/public relations/wedding coordinator  c) food 

and beverage d) bellhop/concierge/tour desk e) recreational/entertainment  f) child 
care  

g) water sports h) spa  i) Other_______________ 
 
4. How long have you been employed in this position at this hotel? __________________years 

 
5. Approximately how many times in the past have you participated in customer service training? 

___________times 
Thanks for your time! 
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Dear Employee, 

My name is Karen Johnson.  I am originally from Clarendon but moved to the United 
States for graduate studies.  Currently, I am a doctoral student in Human Resource 
Development at the University of Minnesota.  In fulfillment of my Ph.D. requirements, I 
am conducting a research study to find out how your feelings of satisfaction and your 
overall attitude on the job may be linked to customer service training as well as other 
company policies and practices.  All results will remain confidential and anonymous.  
Your participation in this important research is greatly appreciated.  

This confidential survey takes about 10-15 minutes to complete. 

Your organization has elected to forward this letter to employees.  However, before you 
begin, it is important that you are aware of the University of Minnesota’s research 
standards, which include the following: 

- All information reported in this study will remain confidential and anonymous. 
- Your employer will not have access to the raw data. 
- In any report that might be published, no information will be included that makes 

it possible to identify individuals. 
- Participation in this study is voluntary. 
- There are no known psychological or physical risks to participating in this study. 

 

Your decision, whether or not to participate, will not affect your current or future 
relations with your employer or the University of Minnesota.  Your employer will not 
know if you have participated in the survey or not.  If you decide to participate, you may 
cease participation at any time, for any reason, with no penalty. 

If you have any questions you may contact the researcher, Karen Johnson, at 
joh02029@umn.edu or telephone (876) 443-7399. 

 
Karen Johnson 
Department of Organizational Leadership, Policy, and Development 
University of Minnesota 
 
 
 
Thank you for participating! 
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Factor Loadings for Confirmatory Factor Analysis  
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Lead1 .31        
Lead2 .39        
Lead3 .32        
Lead4 .47        
Lead5 .64        
Lead6 .59        
Lead7 .71        
Lead8 .75        
Lead9 .68        
Serv10  .64       
Serv11  .59       
Serv12  .44       
Serv13  .62       
Serv14  .35       
Serv15  .43       
HRM16   .64      
HRM17   .62      
HRM18   .72      
HRM19   .58      
Syst20    .64     
Syst21    .59     
Syst22    .70     
Syst23    .61     
Syst24    .60     
Syst25    .48     
Syst26    .65     
Syst27    .63     
Syst28    .57     
Syst29    .62     
Syst30    .46     
Syst31    .68     
Syst32    .57     
Syst33    .57     
Syst34    .60     
Syst35    .58     
PM1     .28    
PM2     .33    
PM3     .35    
PM4     .39    
PM5     .54    
PM6     .54    
PM7     .42    
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PM8     .25    
PM9     .42    
PM10     .26    
PM11     .52    
Ben1      .33   
Ben2      .64   
Ben3      .84   
Ben4      .78   
Ben5      .44   
Ben6      .56   
Ben7      .76   
Ben8      .22   
Ben9      .74   
Ben10      .74   
Ben11      .77   
Ben12      .78   
Ben13      .82   
Ben14      .62   
CS1       .32  
CS2       .38  
CS3       .86  
CS4       .84  
CS5       .86  
CS6       .79  
Eng1        .71 
Eng2        .96 
Eng3        1.15 
Eng4        1.07 
Eng5        1.27 
Eng6        .76 
Eng7        1.31 
Eng8        1.02 
Eng9        .93 
Note. Lead = Service Leadership Practices; Serv = Service Encounter Practices; HRM = Human Resource Management 
Practices; Syst = Service Systems Practices; PM = Personal Motivation for Training; Ben = Benefits of Training; CS = 
Colleague Support for Training; Eng = Employee Engagement 
Factor loadings indicate the pattern of the relationships between the survey items and the latent variables (Brown, 
2006).  According to Cohen (1988) absolute values of less than .10 indicate a small effect, values around .30 are 
medium or moderate, and values greater than .50 have a large or strong effect.  Factor loading estimates revealed that 
majority of the items were moderately to strongly related to their purported latent factors ranging from 0.22 to 1.31.  
The factor loadings confirm construct validity of the scales. This is consistent with the position that the scales are 
reliable indicators of the different constructs as evidenced in previous research and theory.   
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