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The Effects of
Leadership Style on
Hotel Employees’
Commitment to
Service Quality

by RONALD A, CLARK, MICHAEL D. HARTLINE, and KEITH C. JONES

One of the continuing challanges in the hotel industry is
providing consistent levels of quality service across
units, Although recruitment, selection, and training prac
tces are often standardized across units (wathin a given
market), frontiine employses’ performance varies. This
study examines the role that individual unit manage-
ment plays in this process by looking at how s manag-
er's commitmant to service quality and that person’s
leadership style affect the way frontline employees do
their job. The fundamental implication of this study s
that managers who are commitied 10 service quality
and employ an empowering lsadership style can create
a transformational climata that conveys their commit-
ment to quality service to their frontline employess

This leads to employees who are more likely to shere
the orgenization's values, who understand their role in
the organization, who are more satisfied with their jobs,
and who perform at a higher level of quality in serving
hotel guests

Keywords: hotel management; leadership styles;
service axcallence

he importance of frontline, customer-contact
employees to excellent hotel service cannot be
overstated. Frontline employees are directly
sccountable for face-to-lace customer service, service
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with and committed 1o their jobs share the
firm’s customer-oriented values. exhibit low
levels of role stress. and deliver the highest
level of service quality (cf. Bowen und
Schneider 1985. Hartline und Ferrell 1996,
Hartline, Maxham, and McKee 2000: Singh
2000).
Research has demonstrated that & man-
lp(swuykhulum-
* behavior, including
mmmorwmm:mmm
marketing Initiatives—particularly those
relating to customer service (Ahmed and
Parasuraman 1994). One way hotel manag-
ers can influence employee commitment to
service quality is 1o demonstrate it them-
selves (Bowen and Schneider 1985; Hartline
and Ferrell 1996; Mohr-Jackson 1993;
Babakus et al. 2003). This requires the man-
ager 10 adopt a leadership style that can
influence his or her employees. While differ-
ent leadership styles (whether autocratic o
trnsformational) have the ability to influ-

In this study, we investigate the extent 1o
wﬁchhwb-h:ﬁpltyhs(mnly.dhc-
and empowering) influ-

the flexibility, skills, confidence, and motiva-
tion to deliver good service (cf, Hartline and
Ferrell 1996; Keliey 1992; Singh, Verbeke,
and Rhoads 1996), We extend these argu-
ments by examining the effects of specific
leadership styles and draw conclusions about
their appropriateness in the context of hotel

management.
Furthermore, by concurrently examining
the effects of these three leadership styles
on employee beliefs and behavior, our study
extends previous hospitality research, most
of which has examined leadership styles
individually, For example, researchers have
demonstrated how transformational lead-
ership can improve employee dedication,
social behavior, role clarity, and satisfoction,
while also reducing the effects of job stress
and bumout (Gill, Flaschner, nnd Shachar
2006; Gill and Mathur 2007; Tracey and
Hinkin 1994). Likewise, empowering
leadership has been shown to improve
empowered behavior among hospitality
employees (Klidas, vnndennet;.md

along with directive leadership, 1o allow us 1o
assess the relative effects of these leadership
styles on employee performance.

As shown in Exhibit 1, our study is con-
cemed with the effects of leadership style as
an influence in the relationship between the
hote] manager’s commitment 1o service qual-
ity and the performance of frontline employ-
ees. The employee attributes examined in our
study—role clarity, shared values, and job
satisfaction—have been shown to directly
affect employees' service performance
(Hartline and Ferrell 1996; Singh, Verbeke,
and Rhodes 1996). Because our study is
structured in this manner, our results should
indicate the most effective and appropriate
leadership style to ensure service quality.

Leadership Styles
The importance of leadership is cvidenced
by the substantial volume of academic and

210 Cornall Hospitality Quansrly
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Exhibit 1:

THE EFFECTS OF LEADERBHIP STYLE

Hypothesized Model of Leadership's Influence on Employee Responses

Note: C between the leadership style

ing goals. A leader’s style varies according to
pensonality, environment, education, training,
and personal philosophy (Hughes, Ginnett,
and Curphy 1999; Mintzberg 1973). Further-

To focus our examination on the lead-
ership styles that are most apphicable to our
study, we took our cue from the sales
liternture—one of the few areas in market-
ing to address lcadership styles (cf. Bass
1997; Dubinsky et al. 1995; MacKenze,
Podsakoff, mdmmn Buednnour

goal theory (House and Dessler 1974). The
third leaderstup style. empowening leadenship.

|- While u brief description of cach theary follows, cach of these keadenihip styles is described in groater dotail

in the Proposed Model section

is drawn primarily from transformational the-
ory (Keller and Dansereau 1995; Spreitzer,
De Janasz, and Quinn 1999; Tracey and
Hinkin 1994). These three leadership
styles represent a loose continuum based
on the degree of control exercised by

directive leadership (little or no

(extensive employee control). These leader-
ship styles also vary in the degree of
managerial Influence exercised over the
transformation of the organization: direc-

infl-
ence), These three leadership styles are likely
to have different effects on employees’
Job behavior. Ax a result, a concurrent test of
their effects should indicate their efficacy in
translating  management’s commitment 1o
service quality into employees’ commitment
to service quality.
Proposed Model and Hypotheses
Our proposed model begins with man-
agement commitment 10 service quality as
the main influence (exogenous variable)

MAY 2008
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on employee commitment 1o service gual-
ity. The model depicts directive, participa-
MM'W leadership nybslu

to service gquality. Our model’s structure is
consistent with recent work by scholars who
suggest that management’s commitment o
service quality is reflected in various initia-
tives that are designed 1o influence employ-
ces' attitudes (cf. Babakus et al 2003),
Included in our model are constructs derived

facilitates the assessment of relationships in
two distinct groups: relationships between
the manager’s and employees' perceptions
and relationships between employees’ per-
ceptions. Another facet of our study is that
the level of analysis is the hotel itself (i.e.,
each unit consists of a single manager und
several employees in the sume work group).
Ax a resull, our model altempts 1 explain

By definition, managers who are com-
mitted to service quality will provide visible
leadership to help ensure employees” accept-
ance of service quality initiatives (Almed
and Parasurmman 1994). We contend that
the approprinte leadership style lor hotel
managers is one that increases their ability
1o translate their own commitment to serv-
ice quality into employee uctions that are
conducive to excellent service. As o result,
the most appropriate leadership style in the
context of managing frontline hotel employ-
ces s likely 10 be transformational, This
argument s i with the precepts of

leading by example, where leaders can instill
and reinforce the appropriste customer-
oriented responses among frontline employ-
ees (Bowen und Schoeider 1985, Hartline
and Ferrell 1996). With that in mind, we next
discuss the three leadership styles
examined in this study, to wit, directive,

participative, and empowering.

Directive leadership, Directive leadershi
bw-mmummwu:y
are expected to do, how 1o do it, when it is to
be done, and how their work fits in with the
work of others” (Hughes, Ginnett, and
Curphy 1999, 71). Directive leadership has
been described as autocratic, task-oriented,
and persuasive and manipulative (Muczyk
and Reimunn 1987; Yukl 1989; Bass 1981).
Though it can be effective in communicating
a clear and concise vision of the orguniza-
tion's stmtegic goals, directive leadership is
wunsformational only by coercion.

Directive leadership fulls shon of being
truly transformational due to its lack of
employee participation and empowerment.
Employees may be less likely to adopt man-
agement's vision or values i they are

luded from the decision-muking process.
Bass (1981) cited several studies that indi-
cute that directive leadership results in
lower acceptance ol managerial decisions
than a more participative leadership style
Employees” failure to espouse management
values may be u particular problem in hotels,
since frontline employees are often required
to make decisions and customize service on
the fly (Hartline, Maxhum, and McKee
2000). Service scholurs have long held that
the service environment must be flexible
enough to allow employees 1o respond crea-
tively to customers’ needs (Bowen and
Schneider 1985; Hartline and Ferrell 1996),
For these reasons, 8 manager who is com-
mitted 10 providing quality service 1o cus-
tomers s less likely to employ a directive

212 Cormell Hospaality Quanarly
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leadership style, because that style will
not give employees the latitude they need to
perform their jobs well Accordingly, we
propose the lollowing:

Hyporhesis 1; An increase in the hotel manag-

et’s commitment 1o service quality s smo-
clated with u decrease in thelr use of o

THE EFFECTS OF LEADERSHIF STYLE I HOTEL MANAGEMENT

style of leadership. Thus, we propose the
following:

Hypothezis 2: An merease m the hotcl manag-
of's commitment to service quality is asso-
ciated with an Increase in thelr use of o
participative leadership style.

directive feadership style. Empewering leadership. Emp cnt
is defined as a process where employees are
Participative leadership. In 0 provided the y authority and auton-

directive leadership, participative lendership
involves consulting with subordinates and
considering their opinions and suggestions
(Yukl 1989). Participative leadership is asso-
ciated with consensus. consultation, delega-
tion, und involvement (Bass 1981). In
hepingwnhnbunmdumdmm—

directive leader (Bass 1981). Consequently,
employees who are allowed to purticipate in
the decision-making process are likely to be
mare committed o those decisions.

omy that enables them 1o exercise control
over decisions in the workplace (Conger and
Kanungo 1988), Empowenng leadership is

influence, and decreased monitoring
(Keller and Dansercau 1995: Spreitzer, De
Janasz, and Quinn 1999). Recent discussions
in the scademic literature describe empower-
ment as un aspect of chunge-onented leader-
ship (Masi and Cooke 2000). Conger (1989),
for instance, referred to leadership as “the an
empawering others." Empowering leader-

Purticipative leadership is particularly fit-
ted to the hotel industry because frontline
hotel employees are often more cognizant of
customer needs than are managers, given
the employees’ direct contuct with guests.
Therefore, management stands to benefit
by allowing employees 1o participate in
the decision-making process. Participa-
tive leadership allows frontline employees o
serve as linisons between guests and manage-
ment. Participative leadership'’s ability 1o
raise the commitment, involvement, and Joy-
alty among employees should be attractive to
a manager wishing 1o promulgste his or her
commitment to service quality to employces.
Therefore, it is reasonable 1o anticipate that &
hotel manager who is committed to quality
service will employ a relatively participative

fmmwmhmm
sive 1o guests' needs, thereby increasing
muxqulity(&mnluwlu mz)
For these an !

style should be especlllly attractive o

MAY 2006
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hoklumbunh-uwdwnmhml

empowering leadership can be un
eﬂxdnmafhﬂwmn;mbynum
adopt the manager's service vision and val-
ues. Accordingly, we argue that & hotel mun.
ager who Is committed to service quality is
likely 10 employ an empowering style of
leadership to incresse the likelihood that his
or her employees will exhibit the same level
of commitment. Hence,

Hypatheris 3. An increase in the hotel manag-
e’y commitment to service gquality (s seso-
clated with an increase In their use of an
cmpowening leadersiip syle.

Leadership Style and Employee
Responses

As noted in the previous discussion, dif-
ferent leadership styles can have vastly
different effects on the employees’ service-
related sctions, In this section, we discuss
how leadership style influences shared
values, role clarity, job satisfaction, and
employees’ commitment to service quals
ity. These employee responses are key
factors in the effective delivery of quality
hotel services,

Shared organizational values. Shared val-
ves represent the critical “glue” that holds
organizational members together as they
work townrd @ common purpose (Hartline,
Maxham, and McKee 2000). Rescarch has
strongly shown the important mle of shared
valves in the implementation of a firm's
strategy and in overall organizavonal perfor-
mance (cf. Badovick and Beany 1987
Meglino, Raviin, and Adkins 1989). Given
the goals and context of our study. we focus
on the extent of shared customer-onented
vilues between the organizaton and
employees.

The persuasive and manipulative niture of
directive leadership is quite effective in com-
municating a clear and concise vivion of the

orgunization's goals (Bass 1981). However,
communicating a vision und employee
acceptance of that vision are distinct from
each other. Directive leadership suffers from
two shoricomings with respect to increasing
shared values. First, its lack of transforma-
tional properties limits its ability 1o influence
shared values in 0 meaningful way (Gault
1994), In this case, directive leadership is not
likely to create the necessary culture for
shared values to flourish. Second, research
indicates that employces are less likely to
adopt organizational or managerial values
when the employees are excluded from
decision-making processes (Bass  1981)
B directive leadershipexcludescmploy
ees and limits their antonomy, employees will
be lesy likely to secept organizational goals
wumﬂdhofﬂuﬂmwnpm

ship will acmally reduce the extent of shared
values. Thus, we proposc the following:

Hypothests 4 At increone in (he tne of & directive
leadership style s sssockited with u decresse in
shared costumes-ocented valses botween the
hoted ansd its frontline employees.

In contrast, through the consultative process
involved in & participative style, organiza-
tional values and employee values come
into alignment as employees recognize that
the hotel manager gives consideration to
their ideas and opinions, The consensus

sonal values held by employees. We antici-

pate that this process will greatly enhance
the degree of shared values between the
hotel firm and its employees. Accordingly,
we propose the following:

Hypethesis 3b: An incresse in the wse of i patici-
paurve leadershup wtyle is associaed with s
incrowse in shared customer-onented vilies
between the hotel and its frontline employees.

214 Cornall Hospitality Quartorly

MAY 2008

Masi and Cooke (2000) noted that great
lmknmmuhdrvlshnwemploym

THE EFFECTS OF LEADERGHIF GTYLE

have empirically confirmed this reasoning.
ﬂludm.wupedﬁ-lhmlm-nnpn

by empowering them. Having up
influence and decision-making latitude,
empowered employees can rely on inter-
nal values and understood organizational
values in their decision making (Keller
and Dansereau 1995; Spreitzer, De Janasz,
and Quinn 1999), employees
take “ownership” of their job, feel better
about their job, and tend 1o convert these
positive feclings into values that are more
congruent with those held by the organiza-
tion (Bowen and Lawler 1992). These
transformational aspects of empowering
leadership are likely to increuse shared
vilues significantly. On the basis of this
logic, we propose the following:

W« Mwmhmdn

ip style i
wmnmlnmm
values hetween the hotel and lts frontline

employees.

Role clarity. Role clanty refers to the
degree 10 which employees receive and
understand  information that is needed
for them to perform their jobs well (Rogers,
Clow, and Kash 1994). In managing

ontact employ role clarity is
a critical issue for hotel managers, as it has
been empirically linked to employee per-
formance and customers” perceptions of
service quality (Churchill et ol 1985;
Hartline and Ferrell 1996; Singh 2000).
Employees who understund their role can
be responsive to guests’ needs.

Directive leadership can be effective in
hmum;mlechﬂtybmncdlhemu
of feedback it generates (Muczyk and
Rghnmn 1987). The uuthoritative nature of

leadership provides subordinates

with an explicit mhvmding of their
bilities and roles within the organi-

zation (Hughes, Ginnett, and Curphy 1999),
Kohli and Jaworski (1994), who found that
management feedback increases role clarity,

who employ ive lendership style will
hmmncmckcmployecsmlecl-ily'
Ifypmhmh An Incresse in the wse of o

dership style s d with
an increase in employee role clarity,

While participative leadership provides
less explicit directives as 10 employees’
role responsibilities, this type of manage-
ment nonetheless significantly influences
ole clarity. A primary difference between
directive and participative leadership is the
nature of communication between manag-
ers and employees: directive leadership
involves top-down communication, while
participative leadership allows employees
to have input into and some control over
their roles and responsibilities. With a par-
ticipative connection, employees can still
gain feedback from their manager on role

ions when needed. As o result,
role clanity is likely to increase as informi-
tion and expeciations about employees’
roles arc managed by conscnsus (Bass
1981). Therefore, we expect that a partici-
pative leadership style will have a positive
influence on role clanity, Hence,

Hypothesis Sh: Anmmu:mco(-
hip style is
Mllul-:lunuuqbyamkcluuy

Empowering leaders give their employees
the latitude necessary to perform their jobs.
lnlhemhmvﬂu.!hmewn

less direction und feedb k regand-
haemploym and roles
(Keller und Dansereau 1995; Spreitzer,
De Janasz, and Quinn 1999), Empowering
leaders trust employees to make appropriate
decisions without consultution. Although
training and job specifications may be in
place 1o define employees’ role expectu-
tions, the limited amount of feedback means
that a full understanding of role expecta-
tions cannot be guaranteed. Furthermore,

I
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lack of direction may actually increase some
employees’ stress and confusion regarding
Job expectations (Hartline and Ferrell 1996),
Indeed, employees who want to receive

cbility (B
and Lawler 1992) Therefore, it 18 probable
that the eficet of empowenng leadership on
ke clarity will be negative. Thus, we pro-
posc the following:

Hypotherts Sc: Anumnuhndu

Hmﬂhnud& Mmal&-:d-p—
dership style i d with
mmbnhy«jubmfmu

Conger and Kanungo (1988) explained
empowering

can make employees feel better about their
Jobs and more enthusiasic when serving
customers  (Bowen und Lawler 1992).
Because they have more control over their

-m.mmwm:w

Job satisfaction. Job satisfuction is defined
us “the plessuruble emotional state resulting
from the appraisal of one’s job as achieving
or facilitating the achievement of one’s job
values™ (Locke 1969, 316). Employee job
satisfoction is particularly important in ser-
vices, because it encourages employees to
provide good service (Hartline and Ferrell
1996). In our study, we are concerned with
the overall job satisfaction of frontline
cmployees rather than with their satisfaction
with separate facets of the job (Brown and
Peterson 1993).

Several studies have found a parucipative
leadership style 10 be more sausfying 10
employces than a directive leadership style
(cf. Bass 1981). Employees tend 10 feel
mote valuable to the organization when the
munager consults with them in making deci-
sions, ruther than when the munager gives
employees explicit instructions for every
tusk. Purth some of directi

work., emp i employees tend 10 be
more satisfied with their jobs. Accordingly.
we propose the following:

Hypoithesis 6 Aam— n h u-uf n

R

m-mi-wwm

Employees” commitment 1o service qual-
ity. As is the case with management. employ-
ces’ commitment 10 service quality refers to
the relutive intensity of an employee’s dedi-
cution or commitment 1o providing quality
service to the firm's guests (Ahmed and
Purasuraman  1994). In our study, we are
interested in how different leadership styles
affect employees’ job behavior, including
their commitment to service quality.

Several studies indicate that paticipative
leadership is more conducive to employee
commitment and loyalty than is directive
leadership (cf. Bass 1981). Due (o its auto-
cratiec nature, directive leadership tends to
focus on specific job tusks (Muczyk and

'V

leadership, such as manipulation, huve been
shown to diminish job satisfuction (Bass
1981). In these cases, employees may feel
that the manager's manipulative tactics are
demeaning or disrespectiul, Based on this
reasoning, we propose the following:
nypm-mo.uwuumw.

dership wiyle in i with
ad in emplayee job watidl

Rek 1987), In contrast, & participative
leader invites the input of employees and
strives for consensus (Bass 1981). Because
participative leadership values the employee
more than it does the task, such leadership is
likely 10 engender increased commitment
among employees. As i result, the likelihood
ﬂuhwdlnemwbymﬂllubﬂhm
ager’s onientation to service quality increases.
Accordingly, we propose the following:

216 Cornoll Hospitality Quararly
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M»uhtmhummlkmdn

leaderxhip siyle i fated with

u d m emp i 0
wervice quality

Hyporhests 7h: An ncesse in the we of 4

i ip style in

whn;ua-umwbywwuum

1o service guality.

style are more likely to translate their own
commitment 10 service quality 1o their

awbymTHlmybepmlyumbM

necept |
mpu-iwhyﬁxpu!mbe Hence, we
propose the following:

Hypothesis 7c- An increase in the we of an
emy g hip style by isted
with an incrcase in employee commitment
10 service guality,

Relationships between Employee
Values and Actions

In addition 10 hypothesizing effects of
leadership styles on employees’ attitudes and
performance. our model ulso considers rela-
many ol these relationships have alteady been
studied, we Include them in here to ensure
that our model is comectly specified and to
ensure comparahility with previous research,

Shared customer-oriented values. When
employees share the values of their organi-
zation, their job responses and behavior
become more consistent with those values,
Shared values are among the most impor-
tant components of any orgunization'’s cul-
ture (Deshpundé and Webster 1989), As
such, shared values create a framework of
cultural norms and performance standards

THE EFFECTS OF LEADERSHIP GTYLE | WOTEL MANAGEMENT

that are sanctioned by the organization and
embmced by its employees.

Employees working within this frame-
work of shared values will better under-
stand their role in executing the hotel
firm's customer-onented mission (Hartline,
Maxham, and McKee 2000), Thus, when
cmployee and organizational values arc
aligned. employees will experience greater
they contribule o the firm's mission. A
similar relationship also holds wue with
respect 10 employee satisfaction and com-
mitment. Employees who share the hotel's
values tend to be more satisfied with their
Jobs and exhibit greater commitment at
work (Hartline, Maxham, and McKee
2000), Furthermore, it is reasonable to pre-
dict that when employees share the hotel's
customer-oniented values, they are more
likely to exhibit commitment to serving
customers well (Parasuraman, Zeithaml,
and Berry 1985). Based on this reasoning,
we propose the following:

Hypothears 8a: An increase in sharod oustamer-
onented valass between the hotel and e

Hiyperthenis 8- An increase in shared customer-
onented values between the hotel und s
frontline cmployess is sssockuted with an
incroase m empioyee job satisfuction.

Hypothesis & An increse in shared customer-
wmu-mmuwuu-

ployees is with un
mereme m employee commitment o service

Role clarity. Considerable evidence sug-
gests that increased role ambiguity is associ-
ated with reduced job satisfaction and
commitment among frontline employees
(Hartline and Ferrell 1996; Singh 2000;
Singh, Verbeke, and Rhoads 1996). Since
role clarity is essentially the inverse of role
ambiguity, we anticipate that role clarity will
have a positive effect on both employee job

Cornall Hospitality Quarterly 217
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sutisfuction and commitment 10 service qual-
ity, Accardingly, we propose the fullowing:
Hypotheris %a: An increase in employee role
clurity s associated with an increae in
employee job satisfaction.
Hypotheris ¥h: An increaxe in employee role
clarity is sssociused with an increase In
employee commitment 10 service quality

Job satisfaction. While there is considern-
ble evidence of a direct relationship between
employee job satisfaction and commitment
(Brown and Peterson 1993), the relationship
between Job satisfaction and employee com-
mitment to service quality has not been
investigated. We expect that employees who
ure satisfied with their jobs are likely 10 be
more committed to providing high quality
service. Satisfied employees tend 1o have
pndﬁwfmlhpnbmnﬂnmpniuﬁmﬂm
make them more inclined 1o the

Though these three chainy are owned under
the same corporate umbrella, they are oper-
ated separately, The individual hotels are
dispersed throughout the country. In terms of
operating characteristics, the uverage hotel
cmploys sixty-four people (three-quarters of
them full-time) and reports annual sales of
$3.3 million. All 444 hotels operating under
the three flugs were included in the study.
To begin our study, we asked the mar-
keting directors to mail each general man-
ager o letter that explained the research
and asked for the manager's support,
Approximately two weeks later, question-
naire packets—each containing one survey
for the gencral manager and five for
employeu as well as postage-paid return
pes—were mailed to each general

organization’s  customer-oriented  mission
(Hartline and Ferrell 1996). Therefore, we
propose the following:

Hypothexis 10! An increase in employee job

satinfuction is associated with an increase in
employee commitment 10 service quality

Research Method
Sample

Hotels make un ideal subject for our study
because (1) the success of euch hotel unit
depends on offering high levels of customer
service and (2) hotels provide ample oppor-
tunity for managers and o inter-
act. This level of close Interaction also
creates an environment where employees”
job actions are likely to be affected by their
manager’s leadership style. To obtain & sam-
ple, we contucted the marketing directors of
nine midlevel US. hotel chains that are
similar with respect to the quality and price
of their offerings and that are frequented by
both business and leisure truvelers, The mar-
Mn;dhmuofﬂwecchhwnalw

2 !Ins 165 hotels fuiled 10 retun any ¢

manager. The survey asked general man-
agers about their commitment 1o service
quality and their leadership styles, while
fronthne employees were asked aboul their
shared values, role clarity, job satisfaction,
and commitment 1o service quality, Due
1o constraints imposed by the participat-
ing chains, we were not allowed 1o contact
employees directly. As a result, general man-
agers were instructed 1o distribute the sur-
veys among a diverse group of employees.
Approximately two months after the initial
mailing, we sent & duplicate muiling 1o the
general managers who had not responded
0 the first wave. All questionnaires were
returned directly to us.

The response was reasonably strong. We
received ot least one questionnaire from
cither & manager or an employee at 279 dif-
ferent hotels (62.8%). All 236 surveys
returned by the GMs were complete, and we
had to discard only 24 of the 743 employee
surveys (in total, 1,003 questionnaires were
returned). Thus, our response mie was
53.2 percent for generul managers and 31.5

we tested for bins using & time-trend

nn-aolmonm%mndmaﬂmbﬂmmul— g or d on

grap fcs or any

d in this stody.
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Exhibit 2:

THE EFFECTS OF LEADERSHIP STYLE

Demographic Characteristics of Customer-Contact Employees

and General Managers

| woTEL manacEmENT

CustomerContact General
Employees (n = 561) Managars (n = 236)
Frequency % Frequency %

Gender

Female 379 68.0 n” 328

Male 176 320 158 672
Age (years)

Under 20 32 5.8 0 0.0

20-30 354 638 65 278

31-40 83 149 109 486

41-50 55 89 44 18.8

51-80 2 40 13 5.5

Over 60 9 1.6 3 13
Education

Some high school 42 76 1 0.4

High school graduate 128 231 17 72

Some college 240 433 82 349

College graduate 18 218 109 48.4

Some graduate work 14 25 ] 38

Graduate degres n 20 17 72
Pasition

Front desk/customer service an 53.7

Housekesping 18 20.7

Food/room service 53 24

Reservations/sales a 73

Bellstaff 30 53

Assistant manager 20 36
Industry experience (years)

0-5 36 15.3

>5-10 n 30.2

>10-16 52 221

>15-20 49 209

Over 20 27 ns
P for employees.’ pond did not receive ul least three responses from
ents were asked 1o report their job position  customer-contact resulting in a

on the questionnaire to ensure that their
jobs involved customer contasct. In consulty-
tion with corporute managers, we excluded
from our testing 182 employees whose jobs
did not involve customer-contact.” We also
excluded data from 37 hotels for which we

canployess,
final sample of 199 hotels. The demographic
charcteristics of employess and general man-
agers wre reported in Exhibit 2 We found no

1. The 182 employees who did not meet the customer-contac cellerion were dropped hefore resiing the meas-

ures and the hypothesized model
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Exhibit 3:
Measures Used in the Study
Construct Sources® Operationalization Reliability”
Management Adapted from A nine-item scale that measures the extent .B59
i Mowday to which managers are committad to
1o service Steers, and delivering quality service to customers.”
quality Porter (1979)
Directive leader- Cook st al. (1881) A seven-item scale from the Leader 691
ship Behavior Description Questionnaire-
style Version 12 (LBDQ XII) that measures the
extent to which managers direct
employee activities and set standards.
Participative Cook et al. (1881) A fouritem scale from the LBDO XII that 740
leadership measures the extent to which managers
style allow employees to exp pini and
participate in decision making.
Empowaring Cook et al. (1881) An eight-item scale from the LBDQ XII that 708
leadership measuras the extent to which managers
style ampowsr employees to use thelr own inl-
tiative and judgment.
Shared values Enz (1986) A seven-item scale that measures the extent 841
to which employees share the
ariented values of the firm.
Role clarity Chonko, Howell A item scale that measures the 912
and Bellenger extant to which employees ciearly under-
(1986) stand how to fulfill their roles and per-
form their jobs.
Job satisfaction Brown and A five-item scale that measures the extent 822
Peterson (1993) to which employees are satisfied with a
variety of job dimensions.
Employes Adapted from A nine-item scale that measures the extent 824
commitment Mowday, to which employees are committed to
to service Stears, and delivering quality service to customars.”
quality Porter (1979)

& Megmres used in the study were sdipted from Brown and Petoron (1993) Chanbo, Howell, and Bellengor (1986); Cook ot al (1981 ) Enx (1986)
and Mowduy, Stesr. and Poner (1979),

e Rellubility estimates are Croabach’s alpiba.
© Mathien and Zajse (1990) foan) et the MMeen em commitment scule of Mowday, Stcers, snd Porier (1979) contsines! two dimensions affoctive

commitment and devre 1o remaln with the organtation The tlems used here were adagiied from the sffective comenitment dimaension

Meunsures

assess their

and uni-

To remain consistent with previous
research, the measures were adapted from
stuclies in marketing, munagement, and psy-
chology (see Exhibit 3), All measures were
subjected to confirmatory factor analysis to

psychometnc properties
dimensionality. For each of the 199 hotel
units in the final sample, we had uggregated
and matched responses from one general
manager and an average of 3.22 frontline,
ploy The details
and results of these meusure validation
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Exhibit 4:
Structural Parameter Estimates: Hypothesized and Final Path Models of Managerial
Leadership Styles (n = 188)
Hypathesized Modal Final Model

Path Hypothesis  Coefficient t-Value R’ Coefficient t-Value R’
MSCO-sDirective H, (=) -.388 -473 136
MSCQO-—+Participative H, (+) 263 344 069 263 343 068
MSCQ-sEmpowering H, (+ 326 420 106 a2 414 03
Directive-»Shared Values Ht-) 066 069 055 050
Participative-+Shared Values H, (+) -227 -2.25 -.209 -2.20
Empowering—Shared Values H, ) 21 2.07 223 228
Directive—Role Clarity Hg, (+) 048 053 124 137
Participative—Role Clarity Hg, (+) 000 0.00
Empowering—+Role Clarity H (- -010 -0.10
Shared Values—Role Clarity H,, (+) 348 482 343 5.02
MCSQ-+Rale Clarity Not hypothesized 134 2.00
Directive—Job Satisfaction Hg 1+ 029 039 617 817
Participative—sJob Satisfaction  H,, [+) -014 -0.17
Empowering—+Job Satisfaction M, (+) -9 -2.34 -.186 -2.95
Shared Values—Job Satisfaction H(+) 664 9.94 869 1045
Role Clarity—Job Satisfaction H,, (+) 243 4.02 248 4.09
Directive—ECSQ* H,, () 003 1.03 230 220
Participative—~ECSQ Hy, (4) 014 0.14
Empowering—ECSQ H,, (+) ~.084 -0.81
Shared Values—ECSQ Hy, (+) 323 2.43 340 451
Role Clarity—+ECSQ Hy, (+) 216 2n 227 312
Job Satistaction+ECSQ Hy (+) 034 0.24
Goodness-of-fit statistics r.=8.13, p =087 ¥, =391, p=917

GFI = 992 GFl = 996

AGF| = 830 AGFl = 986

NF| = 875 NFl = 986

PNF| = 139 PNFi = 423

AMSR = 022 RMSH = .019

Management Commitrment 1o Service Quality. ECSQ » Employce Commitinent 1o Scrvice Quality: OF1 = powdsess-ul-ft index

Notes MCSQ =
AGHT = adjuved goodoossof-fit indet: NPE « normed fit lodex. PNPL = pursimonious normed fit index; RMSR « root mesi square of residual

procedures we provided in appendices A
and B

Analysis

Hypothesis testing was accomplished
using LISREL 1o estimate completely stand-
ardized purameter estimates und f-values.
The I { and

maodel fit statistics are reported in Exhibit 4,
An examination of the modification indices
revesled that estimating the path between
management commitment to service quality
and role clarity would improve overall model
fit Hence, thix path was added and the
model’s pammeters  were  reestimated.
Several noosignificant paths were dropped 1o
create & more passimonious model. Overall,
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the timmed model is more parsimonious
and fits better thun the hypothesized mode!
(vee Exhibit 4),

Results
Our results leave little doubt that lead-

hypothesis |, higher levels of management
commitment Lo service quality were found 1o
decrease the use of a directive leadership
style. This implies that hotel managers who
are committed to service quality do not
find directive leadership to be appropriate.
Higher levels of management commitment
to service quality were associated with an
increase in the use of both participative
und empowering leadership, supporting
hypotheses 2 and 3. Management commit-
ment to service quality has a stronger effect
on empowering leadership than it does on
participative leadership, This result indicates
that hotel managers who are commitied
to service quality may be more inclined 1o

mitment 1o service quality is its direct effect
on employee role clarity. Though we did
not hypothesize this relationship, the con-
nection is logical. Hotel munagers who are
committed 1 service quality act us role mod-
els for their employees, By demonstrating
their commitment, managers more clearly
communicate and promote their customer-
oriented values, thereby giving frontline
employees a clearer picture of their role in
fulfilling the hotel's mission,

A noteworthy finding of our study is
that directive leadership has no effect on

leadership 15 incompatible with the require-
ments of the hotel environment due 1o its
sutocrutic nature and its inability 1o engender
the hotel's service values among employces
(Bass 1981; Bowen and Schneder 1985;
Hartline and Ferrell 1996). Because directive
leadership has no cffect on employees’
actions, this was one of the constructs we
removed from the model for the sake of par-
simony. Dropping directive leadenship from
the model did not produce substantive
changes in the remaining structural coeffi-
cients (refer to Exhibit 4), The final model,
shown in Exhibit 5, produced the following
Dt statistics: 3%, =3.91 (p=917). goodness-
of-fit index (GF1) = 996, adjusted goodness-
of-fit index (AGFT) = 986, normed fit index
(NF1) = 986, and parsimonious normed fit
index (PNFI) = 423. This revised model fits
somewhat better than the original model that
included directive leadership.

Participative leadership significantly dimin-
ishes shared values, contrary 1o the relation-
ship proposed in hypothesis 4b. This
seemingly counterintuitive finding seems 1o
demonstrate that employees who work in &
pasticipative hotel environment are less influ-
enced by the finm's culture. In support of
hypothesis 4c, on the other hand, empowering
leadership Is associated with an increase in
shared values among frontline employ-
ces. Nelther purticipative nor empower-
ing leadership has a significant effect on
role clurity, contrary 10 hypotheses Sb and
Sc. Leadership style, therefore, does not
appear to have any direct effect on employee
role clarity. Instead, the increase in role clarity
stems directly from the hotel manager's com-
mitment to service quality.

Contrary to hypothesis 6b, participative
Ieadership does not influence employee job

shared valoes, role clanity, job satisfaction, or
employee commitment to service quality—
all contrury to the relationships hypothesized
in hypotheses 4a, Sa, 6u, and 7a. This result
" 1 with that d

faction. While | studies have
found participative leadership to be more
satisfying to employ than directi
M. our results imply that participa-

tive leadership, in and of itself, is not enough

222 Cornell Hospitslity Quarterly
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Final Model of Leadership’s Influence on Employee Responses

Nate: Employes-tused constructs are shaded. Caomelations hetween the leadentup ctyle comiricts hive been omited.
Astetisky (%) Indicate thal path was not hypothenized. 27, = 191 (p = 917), gooduessaf At index (GFI) = 996, adjisied
poodnom-of it index (ACGFT) = 956, nermed fit mdex (NFT) = 986, mot mesn squisrs of rexdaal (RMSR) = D19

10 influence employee satisfaction directly.
We hypothesized u positive relationship
b ipowenng leadership and job sut-
isfaction in hypothesis 6c. However, the
results indicate that this direct refationship is
negative. Finully, contrary 1o hypotheses 7b
und T, nesther participative nor empowering
leadership directly influences employces’
commitment to service guality.

Shared values have o positive effect on

8b, and 8c. The path between shared values
and job satisfuction is the ngest in the
model. In fuct, shared values exerted the
strongest effects of any construct in
the model, This finding stresses the impor-
tunce of aligning employee and orguni-
zational values in a hotel setting. Similarly,
role clarity has & positive effect on both job
satisfaction and employees’ commitment to
service quality, supporting hypotheses 9a
and 9b. Finally, hypothesis 10 is not sup-
ported, as job satisfaction does not influ-
ence employees’ commitment to service
quality. While previous research had sug-
gested this relationship, our finding is not

altogether unreasonable. Employee commit-
ment (0 any organizational goal or initisbive is
likely to be influenced by many different fac-
tors, of which job satisfaction is only one.
Our hypotheses are concerned with the
direct effects of management’s commitment
10 service quality and leadership styles on
employees” performance. However. given
some of the unexpected findings in our
study, we were interested in the total effects
of these managerial constructs on employ-
ces’ aftributes. Accordingly, we computed
their direct. indirect, and total effects o8
shown in Exhibit 6, We use these findings, as
well as our hypothesis testing results, in
drawing implications from our study.

A Cnitical Juncture

Ours is one of the few studies we have
seen in the marketing and hospitality litera-
tures (o concurrently examine the role of
different leadership styles in enhancing
employee commitment 1o service quality, By
measuring the perceptions of both manage
und employees, our study captures the criti
cal point where management Initiative trans-
lates into employees” actions. Our findings

MAY 2008

Cornll Hospitality Quartarly 223




HOTEL MANAGEMENT ] THE EFFECTS OF LEADERSHIF STYLE

Exhibit 6:
Management Commitment to Service Quality and Leadership Styles: Decomposition of Effects on
Frontline Employee Job Responses

Management Participative Empowering
Commitment to Leadership Leadership
Service Quality Style Style

Dir. Ind. Total Dir. Ind. Total Dir. Ind. Total

Participative leadership style 263" - 263 - - - - - -

Empowering leadership style 321* - 321 - - - - - -
Shared values - 0" 016" -209 - ~.200 223 - 213
Role clarity 134 008" A37 - -070 -.070 - 075 075
Job satistaction - =014 -0 - 155 -155 -.186* .165 ~-.018*
Employee commitment - 036* 035 -~  -082 -082 - 088 088

to service quality

Nobe: Except i mned, effocts see significant of the 08 level (we-talled). Dir = dimsct: Ind » mdivest
» Significant ot the 01 levet (two-taided)

L v

© Significant of the 10 level |

provide practical foundations for under-  First, without regard 1o leadership style, the
standing frontline employees' responses o manager's own commitment to service qual-
managers’ leadership styles in un orgunizs- ity has a direct influence on whether front-
tional climate geared toward service quality, line employees clearly understand their job.
In the sections that follow, we discuss the  In that regard, management commitment to
managerial implications of our study, along  service quality is the only construct in our
with its limitations and directions for future  model having 4 direct effect on employees’
research. role clarity, This suggests that when hotel
managers exhibit 4 personal commitment 10
Managerial Implications serving customers, they are able to commu-
Our results underscore @ major theme in - nicate their expectations o employees in 4
the hotel industry: that is, initiatives directed  way that is independent of the munager’s
toward enhancing the hotel's scrvice quality  leadership style. Essentially, the hotel man-
begin with management. Since guests rarely — ager is able to exert this important influence
internet directly with management, frontline  on employees by ucting as 4 role mode! and
employees fulfill this vite! function of dem-  leading by example. Clearly articuluting
onstrating the hotel's commitment to high-  expectations also has the added benefit of
quality guest service. So it is that hotel increasing job satisfaction and employee
managers must constantly work o influence  commitment 1o service quality.
employees, so that they adopt the manager’s, Second, the hotel manager's leadership
and presumably their firm's, customer orlen-  style itself plays o critical role in chan-
tation and commitment to scrving customers neling the manager's commitment to
well, service quality to employees. Our results
We suggest that hotel managers can exert indicate that the main path of leadership
this needed influence in at least two ways, influence lies in increasing the extent of
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shared values between the hotel and its
employees. Moreover, this path of influ-
ence may well be the most important
effect of leadership in that shared values exert
the strongest cffects on the other employee
outcomes in the model. Knowing that the
leader’s influence flows through shared val-
ues is vital to managing frontline employees
effectively. However, the hotel manager must
still choose an appropriate leadership style to
accomplish his or her goals.

Based on our results, we argue that the
Mbubﬂpuyh{wmmghgbwlh:

hotel employ ional, Of the
ﬂmbdudupnyluweuuuwd.wdy
emp 1 p P shared

ership of their jobs and to more easily assim-
ilute the manager's service-onented values
(Bowen and Lawler 1992; Spreitzer. De
Junasz, and Quinn 1999). Furthermore. our
study did not affirm other researchers’ con-
cems over what seemed to be o tendency of
empowering leadership 10 reduce employee
job satisfuction. Scholurs have argued that
empowerment can reduce job satisfuction
because it adds potentially unwanted duties
and responsibilities 1o the job (Conger and
Kanungo 1988), Our results indicate that the
totul effect of empowering leadership on job
satisfuction is not significant.

We were surprised by the direct nega-
tive cffect of participative leadership on
shared values, along with its negative
effect on the other employee measures
examined in our study. The negative rela-
tionship between participative leadership
and shared values is particularly troubling.
because shared values exerts the strongest
influence on how employees view their
Job. A possible explanation for this finding
may lie in the fact that we measured man-
agers' and employees” views of these con-
structs separately. Perhaps hotel managers
and frontline employees do not g 10}

THE EFFECTS OF LEADERSHIP STYLE | MOTEL MANAGEMENT

agree on the extent to which the manager
exercises participative leadership. Employees
may be allowed to have input to the
decision-making process, but their ideas
may not be fully considered or imple-
mented by the manager. In this case, where
managers essentinlly pay lip service to
employee participation, may see
the manager as disingenuous. It is important
1o note that participative leadership implies
only that the manager consults with employ-
mhﬂmmﬂyﬂdmw
will be implemented. Especially given
expectation that ideas will be mdmd.
employees whose ideas or suggestions are
repeatedly ignored by the manager may be
less likely to share the firm's or the manager's
values.

The complete lack of any effect for direc-
tive leadership in our model is reasonable
given our study’s setting. Our resubs offer
compelling empirical support to scholars
who argue that directive leadership 1s incom-
patible with the requirements of the service
environment (cf. Bowen and Schoeider
1985; Hartline and Ferrell 1996). Given this
incompatibility ol directive leadership, we
paint to leadership style as an important con-
siderution when hotel executives recruit,
select, and train of their managers. In par-
ticular, we suggest that hotels seek out indi-
viduals who exhibit the chamcteristics of
empowering leadership. Incumbent manag-
ers who do not embrace empowering leader-
ship, especially those who employ arelutively
directive leadership style, can be truined 1o
empower employees (Bowen and Lawler
1992; Conger and Kanungo 1988).

When viewed in total, the fundamental
implication of our study is that managers

veys their commitment 1o quality service
to their homhmanploym Additionally,
! in this ing environment

24
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ane more likely 10 share the organization's
valves, understand their role in the onganiza-
tion, and be more satisfied with their joby—
(Hartline, Maxham, and McKee 2000),

Limitations

Our findings should be viewed in light of
our study’s limitations. First. our study was
conducted in a single service tier of hotels,
all of which had u similar quality-price rela-
tionship. Although this may mise concerns
over limited generalizibility, conducting the

However, one benefit of our approach is that
measuning the constructs from different per-
spectives greatly reduces the potential for
common methods bias. A valuable extension
o our research would be to collect both man-
agers’ and employees’ perspectives (o exam-
inc whether the leadership style espoused by
the manager is consistent with the leadership
style that is perceived by employees.

A fourth limitation is the potentiul for
social desimbility response bias that is an
inherent risk sssociated with self-report meas-
{ nts. For thal reason. we

study within a single service tier eliminated
the potential for problems associated with
varigtion due to different operating struc-
tures or hotel amenities. It is worth noting
that our sample did not include the extreme
ends of the hotel spectrum (high price or
low price), but the constructs investigated in
our study are applicable w uny tier of serv-
ice within the hotel industry,

Second, we were not allowed to contact
employees directly. Instead, we relied on
general managers 1o distribule the surveys
randomly per our explicit instructions, We
acknowledge that this procedure created
# potential for bias if the managers did
not, In fact, randomly distribute the sur-
veys. However, since the managers were
not informed of the purpose of our study,
they did not have & substantive reason for
failing to follow our instructions. Likewise,

time-trend extrapolation test indicated that
the probability of distribution bias is minus-
cule (House and Dessler 1974),

A thind potential limitation is the fact that
we did not measure leadership styles from the
iployees' perspective. Certainly, the meas-
urement of both managens' and employces’
perceptions of leadership style would have
been valuable i terms of cross-validation.

recommend that future studies on the opic
measure social desimbility response bias or
consider measuring the constructs using o
method other than self-report surveys,
Finally, the explanatory power of our
maodel is limited to its included constructs,
There ure other constructs that could
potentially affect the relationship between
manugemen! commitment to service qual-
ity and employees’ job uctions. We chose,
however, to focus on activities that have
been directly linked to customer percep-
tions of servive quality. In this vein, our
model sdequately addresses the research
questions posed by our study.

Future Research

Our findings suggest severl considen-
tions for future research. Fist, our study
could be replicated in other hotel tiers. For
example, directive leadership could be more
appropriate in settings where maximum con-
trol and rapid decision making are needed,
such us during times of peak demand (e.g.,

consultation umong the members of a deliv-
ery “team” (e.g., development of new ameni-
ties or programs, planning for special events),
In these settings, empowering leadership may
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Finally, future research could address how
leading by example (Le., role modeling)
works in conjunction with u transformational
leadership strategy. Leading by example
can be used as part of a transformational
leadership strategy to increase employees’

a given leadership style, future studies could  motivation (Rich 1997). Specifically, leading
cxamine how specific simations influence by example can increase persussiveness,
leadership styles. Identifying the situations  engender cooperation, and increase emp-
that alter managens' leadership styles would  loyee responsiveness, credibility, and
be a worthwhile avenue of research. trust (Hermalin 1998).

Appendix A

Confirmatory Factor Analysis Results

Factor
Loading t-Value

Management commitmant to service quality (MCSQ)
1. | feel strangly about improving the quality of my

organization's services 681 1n22
2. | enjoy discussing quality-related issues with people

in my organization 817 14.46
3. | gain a sense of personal accomplishmant in providing

quallty services to my customers 655 10.68
4. | explain 1o all of my employees the imporntance of

providing high quality services to our customers®
6. | oftan discuss quality-related issuas with people outside

of my organization®
6. Providing high quality services to our customers should

be the number one priority of my organization*
7.1 am willing to put in a grest deal of effort beyond that

normally expacted in order to help my organization

deliver high quality services to our customers 698 11.68
8. The way | feel about quality is very similar to the way

my organization feels about quality 653 10.62
9. | really care about the quality of my organization's

sarvices 763 13.10

Directive leadership style

1. | let employees know what is expected of them 580 8.37
2. | encourage the use of uniform procedures A70 6.48
3. | try out my ideas on employees 325 4.36
4, | make my attitude clear to employees An 6.51
5. | make sure that my role in the organization Is

understood by employees 500 6.95

feontinued)
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Appendix A (continued)

Factor
Loading t-Value
6. | maintain dards of perf 567 783
7. | ask that employees follow dord rules and 532 145
regulations
Participative leadership style
1. | encourage employess to participata in important 793 12.28
decisions
2. | encourage employees to speak out when they disagree 642 9.65
with a decision
3. | make most decisions without asking employees for 563 8.30
their opinions (-)*
4. | make Important decisions without involving 508 738
employees (-)*
Empowering leadership -tvlt
1. | allow employ freadom in their work*
2. | permit mplovou to uu their own judgment in 548 780
solving problems
3. | encourage initiative in my employees am 10.40
4.1 lat employees do their work the way they think best*
5. | assign tasks, then let employees handle them*
6. | turn employees loose on a job, and let them go to it*
7. | allow employees a high degree of initiative 666 9.67
8. | trust employees to exercise good judgment 490 6.89
Shared customer-oriented values
1. Professionalism: Behaving in a businesslike manner 669 19.41
2. Aggressiveness: Being considered a bold, enterprising
company. Actively hunllng In the marketplace 569 15.86
3. Ethics: A pany’s n for tho y and 666 1931
integrity of all employ in d g D
activities
4. Creativity: Being imaginative and Innovative in the 890 20.23
development and delivery of services
5. Industry leadership: Belng considered by everyone In 688 20.14
the industry to be the number ons company
6. Superior quality and service: Providing high quality 707 20.89
services 10 customers as fast and friendly as possible
7. Employee morale and satisfaction: A positive feeling m 21.06
for the company and job, a feeling of belonglng
Role clarity: How certain are you about .
1. How best to serve customers 584 16.86
2. How much time you should spend on varloun 638 18.74
aspects of vour job
3. How to laints 589 17.04
4. How to fill out required pmowort 506 1“2
5. How to plan and omnln your dally work activities 600 1744
6. How to handl prot or situations 677 20.34
(continued)
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Appendix A (continued)

Factor
Loading t-Value
7. Where to get assistance in doing your job 529 14.97
8. The extent to which you can bend the rules to 557 15.92
satisfy customers
9. The extent to which you can make decisions without 574 16.52
your supervisor’s approval
10. Your company's rules and regulations 618 18.08
11. How your supervisor will eavaluate your performance 697 2113
12. How satisfied your supervisor is with your performance 680 20.45
13. The aspects of your work-related lrulnino 691 2090
14.The f that d ine your pr and 628 18,45
advancemant
16. How your supervisor expects you to allocate your time J24 2227
16. How satisfied your customers are with your performance 616 17.99
17. What your customers expect of you in performing 666 19.91
your job
Job satisfaction
1. Your overall job 581 16.53
2. Your supervisoris) 604 16.97
3. Your organization's policies 761 2294
4.The support provided by y your organization 836 26,15
5. Your opp ities for ady with this organization 622 1759
Employee commitment to service quality (ECSQ)
1. | feel strongly about improving the quality of my 496 13.40
arganization’s services
2. | enjoy di ing quality-related issues with people 578 16.06
in my organization
3. | gain a sense of personal plishment in providing 744 22.22
quality urvteu m my cummm
4.1 plataly d the imp of providing a2 2128
high quality services to our customers
5. | often discuss quality-related issues with people outside
of my organization*
6. Providing high quality services to our customers should 586 16.32
be the number one priority of my organization
7. | am willing to put in a great deal of effort beyond that 723 2135
normally expected in order to help my organization
dellver high quality services to our customers
8.The way | feel about quality is very similar to the way
my arganization feels about quality*
9. | really care about the quality of my organization’s 676 19.56

sarvices

Nobe: Manuger data (n = 2361 1", = 42779, p = D00,

-t indes (GF1) = K85, adjostent proosinossof-fit leadex

poodaces-of
(AGHT) = A17, RMSR = 04, Employee dute: (n = 561} 'y, = 2670.35. p = 000, OF) » 12 AP = N7, RMSR =

6
& lemn was dropped during confirmuton (acme analysis dus 10 o sonsignificant 1-value
b Negative sighs (<) indicue revene sconng
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Appendix B
Meusure Correlations, Means, and Standurd Deviations
Measure Mean SD 1 2 3 4 5 6 7
1. MCsQ 459 485
2. Directive 425 3718 -39
3. Participative 398 617 38 47
4. Empowering 408 487 32 3 55
5. Shared Values 584 732 06 07 -04 2
6. Role Clarity 398 609 .13 08 .02 .04 .35
7 Job Satisfaction 373 498 -03 07 -16 =10 71 .46
8. ECSQ 445 201 -06 2 -01 03 37 34 34
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