






















































































































































































































































































































































































Table 7.12 Correlating Feedback, Empowerment, Commitment and Internal Work Motivation (Partial 
Correlation Coefficients) 

Partial COITelation Coefficients 

~.~~!:>!.!~.~ .. ~ .. ~~~~~Y... 
Feedback from job Feedback from agents 

Feedback from job 
Feedback from agents .21··· 
Empowerment" .28··· .06 

Commitmenf .17··· .22··· 

Internal motivation .20··· .28··· 

Zero-order Correlation Coefficients .................................................................................................... 

Feedback from job Feedback from agents 
Feedback from job 
Feedback from agents 
Empowerment 
Commitment 
Internal motivation 
Autonomy 

.27··· 

.36··· 

.25··· 

.22··· 

.29··· 

"Summary score of empowerment 
bSummary indicator of commitment 
Significance level (2-tailed) 
.p < .05 (2-tailed) 
•• p < .01 (2 tailed) 
••• p < .001 (2-tailed) 

.15·· 

.29··· 

.30··· 

.25··· 

Empowerment Commitment 

.49··· 

.21··· .16··· 

Empowerment Commitment Internal motivation 

.56··· 

.24··· 

.39··· 
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.20··· 

.35··· .12·· 



Table 7.13 Correlating Autonomy Support, Empowerment, Commitment and 
Internal Work Motivation (Partial Correlation Coefficients) 

Partial Correlation Coefficients 
.. ~.~~2.!J~...f~~~)!~~ __ ~~.i9.!? .. ~.~_.!i:2.~ .. ~!h~ .. 

Autonomy support Empowerment Commitment 
Autonomy support 
Empowerment" .31*** 
Commitmenf .27*" .52*** 
Internal motivation .01 .16*** .09· 

Zero-order Correlation Coefficients ....... ~ ......... -~--.-.......... --.-.. --.. ~.--... ---.--.... -.. 

Autonomy support Empowerment Commitment Internal motivation 
Autonomy support 
Empowerment 
Commitment 
Internal motivation 
Feedback from the job 
Feedback from others 

.39·" 

.35*** 

.12** 

.29*** 

.25*·· 

-Summary score of empowerment 
bSummary indicator of commitment 
SignificanceleveJ(2-uuJed) 

*p < .05 (2-UUled) 
**p < .01 (2 tailed) 

***p < .001 (2·tailed) 

.56*·* 

.24*** 

.36*** 

.15*· 

The following statement is hypothesis 7: 

.20*** 

.25*-- .22*-* 

.29·_· .30··· 

Hypothesis 7: For the hotel employee, the degree of job variety will 

influence (and partly explain) the links of autonomy to internal 

motivation, empowerment, and commitment. Likewise, the relationships 

between skill variety and the three outcome variables are influenced by 

the presence of autonomy support. 
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The analytical procedure for hypothesis 7 is the same as that used in the testing for 

hypothesis 6. Two multiple causation models were devised to test this hypothesis. In 

the first model, the extent to which the presence of variety would influence the 

relationships between autonomy and the three outcome variables was examined. The 

second model is to assess the extent to which autonomy support influences the 

relationships between variety and the three outcomes. The results of the first and 

second model are presented in Table 7.14 and Table 7.15 respectively. All 

differences between each pair of coefficients are in the predicted direction; namely, 

the first-order correlation is less than the zero-order correlation. Thus, this hypothesis 

is fully supported. 

Table 7.14 Correlating Autonomy, Empowerment, Commitment and 
Internal Work Motivation (Partial Correlation Coefficients) 

Partial Correlation Coefficients 
.g£'I!!!:?~lin& ~ y'ari~ 

Autonomy 
Empowermen~ 

Commitment' 

Autonomy 

.30·" 

.29··· 

Internal motivationc .11* 

Zero-order COITelation Coefficients ............ __ ._ .. _.-............. _-------

Autonomy 
Empowerment 
Commitment 
Internal Motivation 
Variety 

Autonomy 

.39··· 

.35*·· 

.12·· 

.33··· 

"Summary score of empowerment 
bSummary indicator of commitment 
Significance level (2-hriled) 

.p < .05 
•• p < .01 

••• p < .001 

Empowerment Commitment 

.52··· 

.23··· .19··· 

Empowerment Commitment Internal Motivation 

.56··· 

.24··· 

.38··· 
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Table 7.15 Correlating Variety, Empowerment, Commitment and 
Internal Work Motivation (Partial Correlation Coefficients) 

Partial Correlation Coefficients 
.c.~mtr.QlJQl'...llIU9.ll9.my.s.yp~ 

Variety 
Empowermen~ 

Variety Empowerment Commitment 

Commitment' 

.29··· 

.17··· 

Internal motivation .02 

.49· .... 

.21·** 

Zero-order Correlation Coefficients 
-..................... __ .. -.. -.-... _ .. _--------
Variety 

Variety Empowerment 

Empowerment .38··· 
Commitment .27·*· .56*·* 
Internal motivation .06 .24*·· 
Autonomy support .33*·* .39··* 

·Summary score of empowerment 
bSummary indicator of commitment 
Significance Jevel (2-uuled) 

.p< .05 
*.p < .01 

* •• p < .001 

Summary 

.16*** 

Commitment 

.20··· 

.35·** 

Internal motivation 

.12** 

Both of these two hypotheses are supported. This section tests the additive and 

interactive effects of what are arguably the most critical of the core dimensions -

variety, autonomy, and feedback - on psychological states and work attitudes. This 

notion is more obvious in the interactions between two types of feedback and 

autonomy support, and variety and autonomy support. In the hotel setting, 

information about the performance outcomes becomes more empowering in 

conjunction with a high level of autonomy. Judging from the resultant data, if the 

hotel workers have little discretion over their work, receiving feedback from others 

will have no effect on the perceived empowerment. If they have an appropriate 

amount of discretionary power, adding feedback would have a noticeably positive 

effect on empowered feelings. The additive and interactive effects can also apply to 

observed organisational commitment and internal motivation. 
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The additive and interactive effects of autonomy and variety are also supported in the 

current study. It is interesting to refer to the results from previous hypotheses that 

hotel workers' attitudes towards job enlargement are complicated. It is suggested that 

the interpretation of this section must entail other considerations, such as contextual 

effects or rotation. 

7.9 Testing for hypothesis 8 

The following is the proposed hypothesis: 

Hypothesis 8: When empowering practices are implemented, some 

personal factors are related to perceived empowerment in the hotel 

setting; in other words, some demographic characteristics have 

significant effects on empowerment, beyond that accounted for by 

motivating job and structural characteristics. 

This section focuses on personal factors and perceived empowennent in the hotel 

setting. It is well known that not all employees want enriched work (Hackman and 

Oldham, 1975, 1980; Wan-Huggins, et ai, 1998), and research should also examine 

the joint effects of design and demographic characteristics on attitude and behaviour 

for a better understanding of macro-micro links in organisations (Rousseau, 1978; 

Spreitzer, 1996). Hence, a hierarchical regression mode was devised to investigate 

the incremental and joint effects of motivating practices and demographic factors on 

empowerment through hierarchical regression models, which calculate the increment 

in variance explained by personal factors in addition to the variance accounted for by 

job and contextual characteristics (Carmer, 1998). A two-step hierarchical regression 

analysis was conducted using perceived empowerment as the dependent variable. 

The summary score of job characteristics and the indicator of contextual 

characteristics were entered first, followed by demographic factors entered as step 

two. Characteristics of departments were categorised into front-of-the house and 

back-of-the house in this analysis. 
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Table 7.16 Hierarchical Regression Results of Perceived Empowerment on Job 
Characteristics, Contextual Scales and Demographic Variables 

Independent Variables 

Step 1: 

Indicator of job characteristics 
Summary index of contextual factors 

Adjusted R2 
F 
Step 2: 

Indicator of job characteristics 

Summary index of contextual factors 

Gender 

Marital Status 
Age 
Tenure 
Rotation 
Education 
Income 
Hotel type· 

Departmentb 

Title 

Adjusted If­
F 

Dependent Variable: Perceived Empowerment 

·City or resort hotels 
bpront or back-of-the-house 

*p < .05 (2-tailed) 
**p < .01 (2-tailed) 

***p < .001 (2-tailed) 

Standardised Coefficients (fJ) 

.43*** 

.18*** 

.28 
95.25*** 

.42*** 

.15*** 

-.10* 

.02 

.07 

.20*** 

.02 

.002 

.04 
-.02 

.002 

.14** 

.41 
28.98*** 

The data in Table 7.16 indicate job (jJ= .43, p < .001) and contextual (jJ= .l8,p < 

.001) characteristics are significant predictors of empowerment (Signif F < .001). 
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They explain 28% of the variance of perceived empowerment when demographic 

characteristics are controlled. To calculate the increment of variance explained by the 

investigated personal characteristics, we subtract the R Square of job and contextual 

characteristics (Adjusted R2 = .288) from the R Square of a11 the independent 

variables entered separately in step one and two (Adjusted R2 = .419). In other words, 

when demographic variables were added into the equation, an additional 13% of the 

variance in perceived empowerment was accounted for (Signif F < .001). Gender (jJ 

= -.lO,p < .05), tenure (jJ= .20,p < .001) and position level (jJ= .14,p < .01) are 

the demographic variables which have significant relationships with empowerment. 

Each of the job and contextual characteristics has a significant beta weight in the 

fmal regression equation. Of these two scales, motivating jo b characteristics has a 

greater predictive strength than contextual characteristics. 

Summary 

The statistically significant relationship between empowerment and the three 

personal characteristics may not be surprising. People in higher levels of the 

organisational hierarchy usually have better control over the decision-making (parker 

and Price, 1994; Keller and Dansereau, 1995) and a wider span of control (Spreitzer, 

1996). If position is regarded as a surrogate measure of personal achievement or 

ability, one explanation of this fClationship could be related to the intrinsic and 

extrinsic work values that account for the fulfilment ofa person's career aspiration. 

Of the three personal characteristics, tenure exhibited the largest variance in 

empowerment. It is likely that individuals may develop shared values or attitudes 

consistent with the organisational culture over time, and, thus, have greater perceived 

meaningfulness. Another explanation could be that, in comparison with a large 

number of newcomers and part-timers, employees with longer tenure may have 

greater impact on the group performance outcomes, self-assured competence in 

service delivery, awareness of the rules and policies, self-detennination at work, and 

a say in the work group decision-making. This assertion is especially true in the hotel 

labour market when experienced employees work with the inexperienced ones. It is 
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also likely that in Japanese and Taiwanese culture employees with longer position or 

organisation tenure tend to be esteemed as mentors. and earn more respect from 

peers. 

Table 7.17 Position Level by Gender 

Gender 

Male % Female % 
General worker 44.5 72.4 

Job level Supervisor 41.1 24.8 
Middle Manager 14.4 2.8 

Total N= 146 N=322 

r =42.14 p < .001 

This primary data also shows that men feel more empowered than women. It could 

well be that the impact of this variable on empowerment is indirect through job 

position level. Although women play a major role in the hotel labour force. they are 

under-represented in managerial positions in the Taiwanese hotel industry. To 

explore the relationship between gender and position. a chi-square test was used. 

Table 7.17 shows that the Pearson chi-square value is 45.73 with two degrees of 

freedom and the significance level is .00, implying that men are more likely than 

women to work in higher positions in the population. Is this a matter of cuhure 

difference, or could this significant relationship be valid in other societies? In a 

discussion of sex discrimination in the UK work-force, Goldsmith et al (1997) note: 

Due to occupational segregation there still exists the case that to secure 

promotion women do not simply have to prove that they are able, but 

they must also fight to gain entry to a predominantly male arena. 

Traditionally, Taiwanese women have taken prime responsibility for household tasks 

and child rearing, both of which represent a significant stereotype and have limited 
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their opportunities of maintaining long-term employment and being strategic 

decision-makers. As more and well-educated women enter the Taiwanese labour 

market, this traditional organisational barrier may need to be tempered; yet data in 

this sample still represents a powerful affIrmation of this stereotype. 

As expected, experience of job rotation is not found to be significantly related to 

empowerment (Table 7.16). This finding is consistent with Mullin's (1995) a priori 

notion. To further illustrate this point it is instructive to note the comment of the 

Taipei Grand Hyatt housekeeping manager, who suggested in relation to the question 

of whether rotation is empowering and motivating: "They (housekeepers) would like 

to observe and learn new skills in other departments, but they are not necessarily 

committed to the tasks in different departments." For those hotel workers studied, 

Willingness to expose themselves to different working areas does not mean they are 

going to feel empowered if they are asked to make every endeavour to do the jobs of 

other work units. 

The department in which employees were based played no significant role in 

explaining levels of empowennent. One implication of this finding is that efforts to 

empower may best be attempted on all versus a select subset of employees. 

Employees in high customer contact positions. such as front desk and restaurant may 

not be the only or the best work group to concentrate on when trying to engage in 

empowerment. Housekeeping, kitchen, and administration employees may also be 

well suited to empowerment efforts. 

Next, in an earlier section the influence of constructive work context is designed as a 

moderator that strengthens the links of motivating job characteristics to perceived 

empowennent. When the contextual influence, along with two other sets of variables, 

is included in the regression model, it reaches the significant level and is proved to 

be predictive of the hotel employee's perceived empowerment. However, it is worth 

noting that motivating job characteristics has a greater predictive strength than 

contextual characteristics in the final regression model. The message of the 

difference is clear, and can be supported by Herzberg's two-factor theory, that no 
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amount of environmental improvement can compensate for task impoverishment. If 

we are concerned to motivate people, we must look again at the tasks we ask them to 

do (Herzberg, 1968, 1974). 

Finally, the increment in variance explained by the demographic characteristics 

indicates the hotel workers' opinions about a given work situation (empowennent in 

this case). It is concerned with the differences between various kinds of individuals 

or groups in response to various kinds of circumstances. The pattern of perceived 

empowerment revealed by the current study suggests that different situations have a 

different psychological dynamic, and tend to produce certain kinds of response from 

certain people. If our concern is to explore the various ways in which hospitality 

employees adjust or adapt to their job, or to investigate the many different 

manifestations of individuaJ/group behaviour, it is unrealistic to look to only the 

job/contextual characteristics for more than a partial explanation. 

7.10 Conclusion 

The chapter provides detailed data analytical procedure and the results for each of the 

fIrst eight hypotheses. In genera~ the hypotheses proposed are supported. It is worth 

noting that each variable tested in this chapter can be seen as an element in a cyclical 

process of work empowerment. For example, motivating job scope increases 

perceived empowerment, which in turn leads to higher levels of commitment. When 

a committed employee finds a fit between his or her beliefs and the organisational 

values and is willing to put in extra effort, it is reasonable to expect that this 

employee will be more willing to take on enriched jobs and thus become more 

empowered. Likewise, an employee with higher intrinsic work motivation takes 

greater pride in his or her job, and thus should have higher morale and accept more 

challenging task activities. In this sense, empowerment becomes an on-going task 

assessment. The enhanced outcomes lead to newly enhanced outcomes at the very 

core of all organisational functioning. This chapter only considers the analytical 

procedure and brief summary for each section; an in-depth discussion of these 

fmdings will be presented in the discussion chapter. 
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CHAPTERS 

DA TA ANALYSIS II: ANALYTICAL PROCEDURE AND RESULTS 

8.1 Introduction 

In the previous chapter, empowennent was found to be highly related to 

organisational commitment. With this in mind, this chapter focuses on organisational 

commitment. Motivating job characteristics are tested as a set of antecedents of 

commitment in the first section. The four contextual conditions are then investigated 

in the second section. Following the ideas proposed in JCM that high growth-needs­

strength (GNS) employees are more positive in their attitude towards enriched job 

requirements, it is interesting to consider whether the hotel employee's GNS can 

moderate the relation of motivating job design to commitment, and whether the hotel 

should refrain from imposing job enrichment interventions on low GNS employees. 

Another test in this chapter is related to hotel employees' intention to leave. In 

closing this chapter another hierarchical regression model will be devised. In this 

model, job and contextual characteristics will be entered in the fIrst step, then 

demographic factors are put into the model to identify their incremental effect on 

empowennent and the personal factors by which hotel workers' being committed is 

more likely to be predetermined. 

In general, the analytical procedure in this chapter is similar to that employed in the 

previous chapter. Correlation, multiple regression and testing for moderated 

relationships are the major approaches of quantitative data analyses. The variables 

studied relating to organisation commitment consist of four components: (1) the 

seven motivating job characteristics proposed in JCM; (2) four contextual conditions; 

(3) the indicator of personal growth needs strength; and (4) demographic factors. 

8.2 Testing for hypothesis 9 

Hypothesis 9: Job characteristics in ]CM are one set of work attributes 

that might significantly affect the hotel employee's identification toward 
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the organisation, In other words, the hotel employees' job characteristics 

will account for a significant proportion of the variance in their reported 

levels of organisational commitment. 

The analytical procedure for this hypothesis is similar to that oftesting for hypothesis 

1. We investigated the correlations between each pair of variables and then employed 

a multiple regression models to identify the predictive weight of each job 

characteristic on the attitudinal organisational commitment. Table S.l indicates that 

the correlations among the seven motivating job characteristics are moderate but 

clearly distinct from unity. Moderate correlations (.40 - .46) were found between: (I) 

identity and significance (r = .40, p < .001); (2) identity and autonomy (r = .46, P < 

.001); and (3) identity and feedback form job (r = .41, p < .001). The correlation 

coefficients between these three pairs of variables are not so large as to raise issues 

of conceptual overlap because multicollinearity is not typically considered to be 

problematic until correlations reach about .SO (Bryman and Cramer, 1997). 

Table 8.1 Zero-order Correlation: Job Characteristics and Organisational 
Commitment 

2 3 4 S 6 7 
Organisational 
commitment 

2 Variety .27*** 
3 Identity .36*** .31 *** 
4 Significance .21*·· .40·*· .30··* 
5 Autonomy .3S*** .33*** .46*"'* .19**· 
6 Feedback from .2S*·* .30··· .41··· .27*·· .29**· 

job 
7 Dealing with .1S·· .26··· .23··· .30··· .19··· .IS··· 

others 
8 Feedback from .29··· .IS·· .43··· .21··· .2S··· .27"· .IS··· 

agents 

aSummary indicator of organisational commitment 
Significance level (2-tailed) 

*p < .05 
•• p < .01 

."p < .001 
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Multiple regression provides general support for this hypothesis (Table 8.2). The 

overall F-value indicates that the seven job characteristics collectively provide a 

significant explanation for variation in organisational commitment (Adjusted R2 = 
.20, Signif F < .001). Examination of beta weight as shown in Table 8.2 offers 

insight into the predictive strength of each job characteristic. Autonomy (jl = .19, P < 

.001) has the largest effect on hotel employees' psychological attachment to the 

organisation. Task identity (jl == .14, P < .01) is the second most important predictor 

in this model. Feedback from others (jl = .13, P < .01) and skill variety (jl = .09, p < 

.05) are also found to be significant predictors of organisational commitment. 

Unexpectedly, task significance, self-generated feedback, and dealing with others do 

not appear to be related to commitment. 

Table 8.2. Full Sample Analysis: Job Characteristics 
Regressed on Commitment 

Variety 

Identity 
Significance 
Autonomy 
Feedback fromjob 
Dealing with others 
feedback from agents 

Adjusted R2 
Overall F 

Organisational commitment' 

p 
.09* 

.14** 

.04 

.19*** 

.06 

.008 
.13** 

.20 
17.93*** 

aSummary indicator of organisational commitment 
Significance Level (2-tailed) 

*p < .05 
**p< .01 

***p < .001 
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Summary: 

Job enrichment could lead to greater organisational commitment in hotel work. The 

results also provide support for some key motivating job characteristics. Consistent 

with the empowerment mUltiple regression model, autonomy and task identity are the 

two most important predictors of both commitment and perceived empowerment. 

Contrary to expectations, task significance, feedback from job, and dealing with 

others were not found to be significantly related to organisational commitment. An 

explanation may account for the statistically insignificant causal relationships 

between commitment and task significance as well as feedback from job. The 

correlation among the identity, autonomy, and feedback scales ranged from .40 to 

.46. The moderate correlation coefficients among these three variables may have 

suppressed the effect of task significance and feedback from job on the dependent 

variable. With respect to the dealing with others variable, two explanations may 

account for the insignificant findings. First, in the mUltiple regression results of 

perceived empowerment on job characteristics, dealing with others was not found to 

be related to empowerment either. The insignificant causal relationships between 

dealing with others and perceived empowerment as well as commitment provides us 

with the consistent assumption that more opportunities for personal interactions in 

hotel work might not be able to empower hotel workers and thus could not increase 

the psychological bond to the organisation. Second, factor analysis of the 12 

psychological empowerment items has revealed that task interdependence could best 

characterise the nature of hotel work. Mowday, Porter and Steers (1982) argue that 

task interdependence should be regarded as a potential moderating variable that 

affects possible results of commitment research. Having opportunities for 

interactions do not necessarily mean having pleasant or satisfied interactions. 

Whether the peer relationships and leadership quality are positively related to 

commitment will be tested; such a test would better explain Sheldon's (1971) 

proposition that opportunities for social interaction should be positively associated 

with the resulting commitment. 

In general, the significant link of motivating job characteristics to commitment is 

supported in the literature. It has commonly been found that job scope is positively 
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related to organisational commitment (Buchanan, 1974; Marsh and Mannari, 1977; 

Steers, 1977; Stevens et aI, 1978). When job scope is viewed as a summary construct 

composed of separated task dimensions such as variety, autonomy, significance, and 

feedback, it is clear why higher levels of commitment are generally found among 

employees in higher scope jobs. Such task characteristics as autonomy, challenge, 

and significance may increase the behavioural involvement of employees in their job 

and thus increase their felt responsibility. Another task characteristic that may be 

expected to foster commitment is task interdependence (Salancik, 1977). Felt 

responsibility generally increases among employees when tasks are interdependent. 

Morris and Steers (1980), for example, found that commitment was positively related 

to functional dependence among work roles. Alternatively, a persuasive explanation 

for the job characteristics-commitment link is the path from empowerment 

procedure. In the previous chapter, the set of job characteristics was found to explain 

about 30 percent of the variance of perceived empowerment for the hotel workers, 

which is a pronounced causal relationship. Feelings of meaningfulness, control and 

self-efficacy manifest the people's needs for challenge, and increase the felt 

responsibility; the three critical psychological states could then increase job 

involvement and organisational commitment. 

8.3 Testing for hypothesis 10 

The following statement is hypothesis 10: 

Hypothesis 10: Hotel employees' four elements of working experience, 

job security, pay satisfaction, peer relationship, and leadership, are 

significantly but differentially associated with organisational 

commitment. 

Table 8.3 shows the correlation matrix for the variables studied. The results indicate 

that strong, positive relationships exist between the work environment variables and 

organisational commitment. Most notable are the relationships between 
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organisational commitment and the employee work conditions of pay, job security 

and supervision. While the intercorrelations for several of the indicators of 

contextual factors were high (e.g., pay and job security, supervision and peer 

relationships), they were not so large as to raise issues of collinearity (conceptual 

overlap) in the subsequent multiple regression model. 

Table 8.3 Means, Standard Deviations, Reliabilities, and the Correlations: 
Contextual Conditions and Organisational Commitment 

Mean SO AJpha 

Job security 4.28 1.30 .75 
pay 3.83 1.34 .72 .60··· 
peer relationships 5.34 .79 .55 .34··· 
supervision 4.70 1.23 .80 .48··· 

commitment 4.75 .82 .86 .49··· 

Significance level (2-tailed) 
.p < .05 

•• p < .01 
••• p < .001 

Table 8.4 Full Sample Analysis: Contextual Factors 
Regressed on Commitment 

Supervision 

Co-workers 
Pay 
Job security 
AdjustedKl 
OverallF 

Organisational commitmem­

{3 
.22··· 

.14·· 

.24··· 

.18··· 

.37 
70.91··· 

"Summary indicator of organisational commitment 
Significance Level (2-tailed) 

.p< .05 
•• p < .01 

••• p < .001 
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2 3 

.25··· 

.48··· .49··· 

.49··· .38·" 
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As shown in Table 8.4, the mUltiple regression analysis provides persuasive support 

for this hypothesis (R2 
=: 37, Signif F < .001). Each of the four characteristics is 

found to be a significant predictor of organisational commitment. With respect to the 

relative weight of each antecedent, pay satisfaction has the most predictive weight (jJ 

= 24,p < .001); supervision is the second most predictive variable (jJ =: 22,p < .001); 

jo b security is the third (jJ = 18, P < .001); and co-worker relationships are the fourth 

predictor (jJ = 14, P < .001). The collective effect of these four contextual variables 

accounts for 37 percent of the variance of the hotel employee's organisational 

commitment. In comparison with the set of motivating job characteristics tested 

earlier (R2 
=: 20, Signif F < .001), this set of contextual variables has a stronger effect 

on resulting organisational commitment. 

Summary: 

Since these four contextual variables are all significant antecedents of organisational 

commitment, they will be discussed as follows. 

Pay satisfaction: The test of the relative weights of the four contextual factors 

demonstrates the persuasiveness and importance of hotel employees' concern about 

monetary rewards. Of the four contextual characteristics, satisfaction with pay is the 

most predictive variable of commitment. Because pay provides an important 

inducement for employees to remain as members of organisations, it is reasonable to 

say that the level of pay satisfaction is positively related to commitment, especially 

because pay in the hotel industry is relatively low. It should be noted that the present 

study's instrument of pay measure encompasses satisfaction with fairness and 

satisfaction with amount of pay, so the interpretation of the findings should not be 

confused with those resulting from those of purely measuring the pay level. The 

question about pay level is categorised in demographic variables. In general, 

empirical support for pay level as antecedent of commitment is weak; better-paying 

positions are not necessarily associated with higher commitment in organisations 

(Mowday, Porter and Steers, 1982). However, when employee contributions are 

high, the perceived equity of pay may be a more important determinant of 
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commitment then level of pay. There are theoretical reasons to doubt that level of 

pay will always be associated with high commitment. Salancik (1977) suggests that 

levels of reward influences the perceived instrumentality of work. Moreover, he 

suggests that when instrumental rewards for work are salient, it reduces the 

employee's felt responsibility. This follows from the view that salient extrinsic 

rewards provide external justification for engaging in the task and lower the need for 

employees to provide intemaljustification for task involvement. 

Since loyalty and commitment are valued by many segments of our society, it is fair 

to say that employee commitment should deserve better rewards. Committed hotel 

employees, depending on organisational reward systems, should be rewarded more 

highly than uncommitted employees for putting eifort, committed membership, and 

loyalty. In addition, highly committed and loyal employees may be more attractive to 

alternative hoteliers. Although commitment itself may make it more difficult to 

attract an employee away from his or her organisation, it is likely that competing 

employers would be attracted to employees who exhibit high levels of commitment 

to their current organisation. 

The more visible the committed individual's position in the organisation, the more 

likely the individual is to be attractive to other organisations (Mowday, Porter, 

Steers, 1982). The hotel industry is no exception, and we have seldom heard things 

like a lifetime commitment to a single hotel. In observing hotel middle-level and 

senior managers, we may find that their reported commitment level may not related 

to position level or income (which will be tested later). However, they might have 

had more experiences "ascending" among competing hotels in their careers. 

Supervision: Of the four contextual factors, supervision is the second most 

important predictor of organisational commitment. The interpretation of this should 

also resort to the instrument of the suppression measure. This score is focused on the 

degree of respect, fairness, support, guidance, and overall impression the hotel 

employee received. Research on leader behaviour reviewed by Stogdill (1974) 
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generally confirms that a more considerate leader style facilitates job satisfaction; 

whereas, a more task-oriented or structured leader style often inhibits satisfaction. 

Further, traditional managerial behaviour might not be desirable in service industries 

because of the mechanical nature of Tayloristic job design. Leadership in the 

hospitality industry, however, is needed to provide a sense of purpose and direction 

as well as to shape the organisation's culture and decision processes for service 

excellence. 

In the previous chapter, satisfaction with leadership was found to be a moderating 

variable in the motivating job design to perceived self-efficacy relation. When taken 

together, at least within the scope of this study's measuring instrument, these 

findings indicate that hotel managers in high-commitment organisations need a 

particular set of leadership skills that will allow them to do four critical things for the 

company. 

1. Building trust and fairness. 

2. Treating subordinates with respect and care. 

3. Providing support, coaching and guidance. 

4. Empowering others by supporting job-enriching practices. 

Job security: The test of the relative weight of the four contextual factors also 

explicates the importance of hotel employees' concern about job security. It is ranked 

the third important antecedent out of the four contextual factors. The test of the 

relative weight of the four contextual factors explicates the importance of the hotel 

employee's need for job security. This finding reflects an interesting phenomenon in 

Taiwan or, perhaps, universally in the hotel industry. As the hotel industry realises 

that pursuing and maintaining TQM is the only way for a company's long-term 

competitiveness, employers start to support each member's commitment to service 

excellence. Executive rhetoric increasingly calls for greater dedication, but corporate 

behaviour often manifests decreasing commitment to employees. Several studies 

have proposed that commitment should be related to perceived organisational 

dependability (Buchanan, 1974; Steers, 1977; Grenny, 1993). These studies suggest a 
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reciprocation norm in which employees develop greater feelings of responsibility 

when organisations are viewed as caring about employee well-being. The 

paternalistic management practices and job security found in Japanese organisations, 

for example, have often been cited as one factor leading to high levels of 

commitment among Japanese employees (Marsh and Mannari, 1977). 

Peer relationships: Co-worker relationships are related to organisational 

commitment. Hypothesis 3 tested in the previous chapter also found that peer 

relationships are important moderators in the job enrichment to empowerment 

relation. When taken together, it becomes clear that satisfied task interdependence 

experience in hotels not only leads to commitment but also creates positive attitudes 

towards enriched jobs. This assumption is supported in some relevant research. For 

example, work experiences that have been found to influence commitment include 

positive group norm about hard work, group attitudes toward the organisation 

(Buchanan, 1974; Patchen, 1970). When group cohesiveness is based on confidence 

in the group's work, and the members feel the group and management are supportive, 

then cohesiveness can indeed increase the overall productivity of the group. 

8.4 Testing for hypothesis 11 

Hypothesis 11: Job enrichment is related to hotel employees' 

organisational commitment, but moderated by growth needs strength. 

Job enrichment is tested with the overall job characteristics score. It was predicted 

that the hotel employee's growth needs would moderate the relationships between 

the job characteristics and organisational commitment. When empowering 

employees with enriched jobs, employees highly desirous of growth opportunities at 

work were expected to demonstrate higher organisational commitment than 

employees not desirous of such growth satisfaction. The hypothesis testing 

proceeded in two steps. First, employees in the top and bottom quartiles on the 

growth need strength measure were identified. Next, correlations between the job 

score and commitment score are computed separately for these two groups. If the 
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hypothesis is correct, correlation coefficients should be higher for employees in the 

top quartile of the distribution of growth need scores than for those in the bottom 

quartile. 

The results, reported in Table 8.5, provide strong support for the hypothesis. The 

relationships between motivating job characteristics for employees with high growth 

needs (r = 52, p < .001) are substantially higher than the same relationships for all 

employees in the sample (r = 43, p < .001). The relationship for the full sample is 

then higher than that for low-growth-need employees (r = 32, p < .001). In spite of 

the different correlation strength, these three sets of correlation are all in persuasively 

positive fashion. 

Table 8.S Relationships between Motivating Potential Score and 
Organisational Commitment as Moderated by Growtb Needs Strengtb 

Or~onal commibDent 

Full sample 
Correlations 

.43··· 

Growth needs strength (GNS)" 

.32··· .52··· 1.91 

an = lIS and 117, respectively, in low and high growth needs groups (GNS < 3.312, 
bottom quartile; GNS> 4.854, top quartile); ns are Wlequal because of tied scores. 
~efers to the significance of the difference between rs; z above 1.96 are significant at 

.05 2-tailed level. 
Significance level (2-tailed) 
"·p<.OOI 

Summary: 

Critically speaking, to prove the moderating effect of growth needs strength may not 

have any practical implications because growth needs strength could only be a 

moderating or controlling variable in any research design, and practitioners can not 

do anything to modify or "spur on" an individual's growth needs. Much research has 

suggested that not aU employees want enriched work (Hackman and Oldham, 1975), 

and not every company implementing motivating job design elicits increased 

organisational commitment from employees (Wan-Huggins el aJ, 1998). 

Nevertheless, the results of this present study not only support the hypothesis that 

growth need strength is a moderator in enrichment to commitment relations but also 
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provide us an encouraging word for the adoption of job enrichment efforts to develop 

organisational commitment for all hotel employees, whether the individual's growth 

needs strength is high or low. When investigating the correlation coefficients for the 

sub-sample with higher growth needs, evidently, we can assert that hotel employees 

in this category best react to enriched jobs. Yet, employees in the category of the 

opposite growth need quartile will also positively react to enriched jobs. 

8.5 Testing for hypothesis 12 

Hypothesis 12: Hotel employees' organisational commitment is 

inversely related to intention to leave (ITL) the company. In addition, 

high growth-needs-strength (GNS) employees tend to search for better 

alternative employment opportunities; thus the employee's GNS is 

related to ITL. 

Hypothesis 12 predicted that organisational identification would be inversely related 

to intention to leave. As depicted in Table 8.6, the results indicate that organisational 

commitment was significantly and negatively related to intention to leave (r = -.58, p 

< .00l). The results also showed that the hotel employee's GNS was not related to 

intention to leave. 

Table 8.6 Correlating Organisational Commitment, Intention 
to Leave and Growth Needs Strength 

Commitment" 
Intention to leave (ITL) 

Growth needs strength (GNS) 

"Summary indicator of commitment 
Significance level (2-uuled) 

.p< .05 
•• p < .01 

••• p < .001 

Commilment 

-.58··· 
.12·· 
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Summary: 

The negative relationship between commitment and intention to leave has been well 

supported in the literature (Mowday, Porter and Steers, 1982). The second part of 

this hypothesis is based on some hospitality researchers' argument that hospitality 

work (i.e., hotel, catering, etc.) may have less opportunities for career development 

(Ackerman, 1981). Faulkner and Patiar's (1997) study reveal that ''under promotion" 

and ''unclear promotion prospects" are the sources of work place induced stress 

among housekeeping and front office staff respectively. In addition, during the 

current study's fieldwork, some managers interviewed also admitted that many 

ambitious employees were often dissatisfied with the lack of promotion opportunity 

due to the nature of relatively fewer managerial positions for a large number of entry 

level employees in the labour intensive organisational structure in a hotel. It has long 

been difficult for Taiwanese hotels to keep the ambitious employees. However, the 

data do not support this hypothesis. An explanation for this could be that career 

development might not necessarily mean promotion; the opportunity of new learning 

(i.e., training, enriched job design, etc.) may compensate for this need. An alternative 

explanation is that the interpretation of findings may allow for some external 

employment issues. Research has noted that employees consider such issues as the 

rate of unemployment and the number of external employment alternatives available 

when assessing their options with regard to staying or leaving their employing 

organisation (Farrell and Rusbult, 1981; Price and Mueller, 1981, 1986; Hulin, 

Roznowski, and Hachiya, 1985). It could be that, in this case, the external 

environmental factors might override the effects of the internal factors (growth needs 

strength). For example, from the autumn 1997 through the spring 1999, the economy 

in Taiwan suffered from the impact of the Asian economic crisis. During the two­

year economic downturn, employees, whether growth needs are high or low, may 

have had strong intentions to remain with the company because external employment 

alternatives were perceived to be limited. 
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8.6 Testing (or hypothesis 13 

Hypothesis 13: Motivating job and contextual characteristics have 

positive effects on organisational commitment; in addition, some 

demographic characteristics have additive effects on commitment, 

beyond that accounted for by job and contextual characteristics. 

The analytical procedure for this hypothesis is similar to that of hypothesis eight. A 

two-step hierarchical regression was devised using organisational commitment as the 

dependent variable. The summary score of job and contextual characteristics were 

entered first; then the set of demographic factors was entered as step two. Ten 

demographic variables were tested. They are gender, marital status, age, tenure, 

rotation opportunity, education, income, hotel type (resort or city hotel), job level, 

and department (front-of-the house or back-of-the house). 

The data in Table 8.7 indicate that motivating job and contextual characteristics have 

positive effects on organisational commitment (Signif F < .001), and explain 41 % of 

the variance of commitment when demographic characteristics are controlled. To 

calculate the increment of variance explained by the personal characteristics, we 

subtract the R Square of the two independent variables entered in the first step (k = 

.418) from that of all the independent variables in the final regression (k =.452). It 

shows that an additional 4% of the variance was accounted for by the demographic 

variables. 

As may be seen, except for age (fJ= .17,p < .01), none of the demographic variables 

showed any strong relationship with organisational commitment. The overall job 

characteristic score and contextual score are both significantly related to the hotel 

worker's reported level of organisational commitment. The contextual score has 

stronger perceptive weight (jJ = .47, P < .001) than the job characteristic score (JJ = 
.24,p < .001), which is consistent with the results of hypothesis 9 and hypothesis 10. 

This provides a strong support for the viability and validity of this study'S scales. 
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Table 8.7 Hierarchical Regression Results of Organisational 
Commitment on Job Characteristics, Contextual Scales and 
Demographic Variables 

Independent Variables 

Step 1: 

Indicator of job characteristics 
Summary index of contextual factors 

Adjusted R2 
F 

Step 2: 

Indicator of job characteristics 
Summary index of contextual factors 
Gender 
Marital Status 
Age 
Tenure 
Rotation 
Education 
Income 
Hotel type· 

Departmentb 

Title 

Adjusted~ 
F 

Dependent Variable: Organisational Commitment 

·City or resort hotels 
"Front or back-of-the-house 

.p < .05 (2-tailed) 
"p < .01 (2-tailed) 

** *p < .001 (2-tailed) 
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Standardised 
Coefficients (jJ) 

.22*** 

.52*** 

.41 
167.94*·· 

.24**· 

.47·*· 

-.05 
.01 
.17·· 
.03 

-.06 
-.05 
.01 

-.01 

-.01 

-.001 

.45 
32.98·*· 



Summary: 

The data in Table 8.7 indicate that when the empowering variables are included in 

the analysis, age is the only demographic variable which has a strong and statistically 

significant relationship with commitment. The strong and statistically significant 

relations between age and commitment may not be surprising at all. Service 

industries in Taiwan have a long~standing preference of recruiting young people, 

mainly because it is believed that young or inexperienced people find it easier to 

adopt new organisational culture and are more flexibly socialised in a new working 

environment. In addition, younger people are more capable of coping with physical 

fatigue in the daily routine, which is particularly common in hotel work. Referring to 

the literature, as age increases, an individual's opportunities for alternative 

employment become more limited. The decrease in an individual's degrees of 

freedom may increase the perceived attractiveness of the present employer, thereby 

leading to increased psychological attachment (Mowday, Porter, and Steers, 1982). 

On the other hand, older workers may psychologically become more attitudinally 

committed to an organisation for a variety of reasons, including greater satisfaction 

with their jobs, having received better positions, and having "cognitively justified" 

remaining in a organisation (Meyer and Allen, 1984). Although Table 8.7 reveals 

that tenure is not directly associated with commitment, some research has suggested 

that in many cases tenure tends to be the correlate of age (Hall and Schneider, 1972; 

Meyer and Allen, 1984). If age is associated with tenure the calculative 

consideration, such as side bets, could also strengthen the bond of individual to the 

organisational. However, the regression model presented in Table 8.7 fails to confirm 

this point, and this could partly be explained by characterised high turnover culture 

and easily poached employees in the hospitality industry. 

8.7 Conclusion 

Organisational commitment is an important issue in hospitality research. Especially, 

the weak internal labour market is often a concern in studies of hospitality human 

resource management. Committed employees will have stronger psychological bond 

to the hotel they work for, and be expected to have better performance and lower 
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intention to turnover. Of course, there are many ways to elicit this bond, job 

characteristics and contextual conditions tested here are only examples of 

management effort. The core job characteristics is not only the antecedent of 

perceived empowerment but also that of commitment. Supportive supervision and 

peers, fair pay and dependable organisation give the hotel employee reasons to get 

involved in their jobs. This chapter only deliberates the analytical procedure and 

brief summary for each section; an in-depth discussion of these findings will be 

presented in the discussion chapter. 
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CHAPTER 9 

DATA ANALYSIS III: SUPPLEMENTARY ANALYSIS 

9.1 Introduction 

In the previous two analytical chapters, job characteristics and four contextual 

variables proposed in Hackman and Oldham's JCM can be seen as two sets of 

"empowering means". These two sets of variables have been found to be 

empowering in this empirical test; each of them exerts different pressures in relation 

to empowerment on Taiwanese hotel employees, and the interactions of many 

variables shape the hotel employee's organisational commitment. Likewise, several 

demographic factors have also been found to be related to perceived empowerment 

and organisational commitment. With this in mind, this chapter will diagnose the job 

and contextual characteristics and Taiwanese hotel workers' empowerment and 

commitment in five departments - restaurant, kitchen, front office, housekeeping, 

and administration. 

9.2 Diagnostic survey oCvariables studied in Taiwanese hotel work 

The data were obtained from 468 hotel employees who worked in the departments of 

restaurant (n = 182), kitchen (n = 34), front office (n = 66), housekeeping (n = 103), 

and administration (HR.: n = 16; finance: n = 14; marketing and sales: n = 25; others: 

n == 28) in 16 Taiwanese international tourist hotels. The survey was administrated 

from November 1998 through February 1999 during the present study's fieldwork. 

Each score of the respondents who worked on a specific job was averaged and the 

means and standard deviations were calculated. Means and standard deviations for 

each job and contextual characteristic are presented in Table 9.1 on the basis of full 

sample and each department. As can be seen the means and standard deviations of 

each variable in each department (group) varied from one another. This chapter will 

begin with the job content Gob characteristics). and then look at the environmental 

issues (contextual variables); further turn to perceived empowerment and 

organisational commitment and other motivation outcomes. Because the nature of 

jobs in the five departments is different, this chapter only investigates means and 
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standard deviations of full sample and each component; thus it perfonns no statistical 

analysis on the differences, and any significance is not ascribed to those differences. 

9.2.1 Job characteristics 

This section provides a brief profile of the job scopes in tenns of the current study's 

variables. There are skill variety, identity, autonomy, feedback from the job, dealing 

with others, and feedback from others. 

Skill variety: As may be seen in Table 9.1, the means of the five groups, in 

ascending order, are housekeeping, restaurant, administration, kitchen, and front 

office. Workers in front office and kitchen use a substantially wider variety of skills 

on the job than those in housekeeping and restaurant. Because all the sample hotels 

are top class hotels providing delicate cuisine, it is a skill/labour-intensive job to 

work in these properties' kitchens. 

As noted earlier, variety is a significant predictor of perceived meaningfulness, and 

control. If a task requires the hotel workers to engage in activities that challenge or 

stretch their skills or abilities, they experience that task as meaningful. Additionally, 

the more skills involved, the greater perceived control is likely to be. When the 

nature of a job tends to be low in skill variety (e.g., housekeeping), with the current 

study's findings in mind, it is suggested that executives should consider using other 

motivating job characteristics, rotation, or empowering contextual conditions to 

counterbalance the "inherent weakness". 

Task identity: From the lowest to highest level the task identity scores for the five 

departments are administration, restaurant, kitchen, front office, and housekeeping. 

To compare the matched departments, as may be seen in Table 8.1, ajob may not be 

perfect in each job characteristic. For example, housekeeping is low in skill variety 

but high in identity; simple as their job scope is, it requires a completion of an 

identifiable piece of work and doing a job (cleaning a certain number of rooms in 

their daily routine) from beginning to end with a visible outcome. This implies that to 
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diagnose each job characteristic could generate a clearer·profile of hotel work instead 

of a too broad tenn '~ob enrichment". 

Significance: The means of the five groups listed in ascending order are 

administration, housekeeping, restaurant, kitchen, and front office. As identified in 

testing for hypothesis 1, when a hotel worker's job has a substantial influence on 

customers' experience and other employees' work, his or her perceived 

meaningfulness is enhanced. JCM suggests that significance, identity and variety 

have an addictive effect upon employees' feelings of meaningfulness about the jobs. 

Autonomy: Housekeepers work in the lowest autonomous support context; 

restaurant, kitchen and administration are in the middle; front office staff have the 

highest autonomy support on this scale. As identified earlier, autonomy is 

significantly related to the hotel employee's perceived control and meaningfulness. 

One housekeeping manager interviewed said that chambermaids might see their own 

jobs as less autonomous due to large number of simultaneous requests from the 

guests or front office to service particular rooms urgently in the middle of other 

activities but still have to adhere to schedules despite such problems as shortages of 

staff and inefficient cleaning equipment or materials, etc. Further, as identified 

earlier, the increased skill variety has an additional effect of autonomy on the hotel 

employee's perceived empowerment. Should a hotel job be inherently low in 

autonomy and management could not do anything about it, providing opportunities 

to stretch the performer's skills and talents might be recommend; for example, 

promoting variety in couple with rotation has also been found to be empowering in 

this study (see testing for hypothesis 5 and 7 in Chapter 7). 
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Table 9.1 Em~owerment DiaGnostic Survel: Means and Standard Deviations for Full Sam~le and Five Hotel De~artments 

Full Sample Restaurant Kitchen Front office Housekeeeing Administration 
Variable Mean S.D. Mean S.D. Mean S.D. Mean S.D. Mean S.D. Mean S.D. 
Skill variety 3.73 1.31 3.67 1.31 4.01 1.22 4.21 1.21 3.47 1.30 3.70 1.34 

Task identity 4.78 1.16 4.69 1.20 4.70 1.04 4.91 1.07 5.00 1.17 4.61 1.16 

Task significance 4.19 1.32 4.12 1.32 4.16 1.06 4.64 1.17 4.12 1.41 4.08 1.39 

Autonomy 4.33 1.13 4.32 1.27 4.33 1.03 4.71 .99 4.11 .95 4.36 1.09 
Feedback from job 4.89 1.03 4.83 1.14 4.67 .95 5.16 .92 4.92 .93 4.86 1.00 
Dealing with others 5.54 1.10 5.73 l.01 5.05 .90 6.13 .98 4.86 1.16 5.69 .91 
Feedback from others 4.75 1.13 4.86 1.21 4.39 1.04 4.90 1.12 4.81 1.00 4.47 1.06 
Overall job characteristics 4.60 .73 4.60 .78 4.47 .59 4.95 .63 4.47 .68 4.53 .73 
Job security 4.28 1.30 4.18 1.38 4.22 1.20 4.03 1.40 4.63 1.12 4.31 1.26 
Pay 3.83 1.34 3.79 1.47 4.08 .85 3.49 1.34 3.94 1.32 3.98 1.21 
Co-workers 5.34 .79 5.27 1.36 5.18 .73 5.48 .80 5.43 .70 5.32 .67 
Supervision 4.70 1.23 4.60 1.36 4.81 1.02 4.79 1.17 4.82 1.12 4.67 1.17 
Overall contextual conditions 4.54 .90 4.46 .98 4.57 .69 4.45 .89 4.70 .86 4.57 .85 
Feelings of empowerment 4.92 .81 4.92 .87 5.01 1.00 5.08 .81 4.83 .61 4.87 .83 
Organisatiooal commitment 4.75 .82 4.69 .88 4.69 .71 4.74 .92 4.90 .71 4.70 .72 
Internal work motivation 5.21 .82 5.19 .88 5.09 .82 5.42 .70 4.98 .85 5.44 .66 
General job satisfaction 4.66 .93 4.58 .97 4.98 .80 4.62 .94 4.79 .88 4.58 .92 
Growth satisfactioo 4.75 1.04 4.71 1.10 4.73 .87 4.89 1.02 4.70 .99 4.78 1.04 
Growth need strength 4.23 .80 4.23 .82 4.06 .76 4.57 .62 3.94 .81 4.39 .74 
Intentioo to leave 3.31 1.72 3.50 1.81 2.76 1.85 3.42 1.69 3.07 1.58 3.32 1.58 
Full sample: n = 468 
Restaurant: n = 182 
Kitchen: n = 34 
FO: n=66 
HK: n= 103 
Administration: n = 83 (Human resource: n = 16; Finance: n = 14; Marketing: 25; Others = 28) 
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Feedback from the job: Comparing the mean scores from the five departments. the 

work of front office is the highest and the kitchen is the lowest in this scale. Note that 

the focus there is on feedback obtained directly from the jobs. Employees in charge 

of check-in and out, switchboard and information inquiry may more easily know the 

information about the quality and effectiveness of their perfonnance. rather than 

some other person who collects data or makes a judgement about how well the work 

is being done. In comparison with front office, kitchen employees might need more 

feedback from others to remind or rectifY omissions or errors that might be 

overlooked due to the rapid pace in preparing food during the meal hours and the 

lack of contact with consumers. 

Dealing with others: The mean (5.54) of the full sample is higher than any other 

scale, which confirms that the hotel workers see their jobs are interdependent with 

others. Except for housekeeping and kitchen, all department' average scores are 

higher than 5.5 (in the 7-point scale). Front office staff are in more direct contact 

with other hotel workers and guests as they handle and audit transactions in their 

properties. The means of housekeeping and kitchen are lower than that from 

restaurant and front office, and this is largely explicable by the nature of work in 

these departments. 

In addition to the low score in variety and autonomy, housekeeping staff generally 

have relatively little interaction with the guests and their work is usually performed 

in isolation. Therefore, some of the hotels studied have used contractors to clean or 

wax public areas, but, for security reasons, guestrooms are only cleaned by 

housekeepers. However, the low means in variety, autonomy, and dealing with others 

identified by housekeepers should alert management to the possibility that 

meaningful motivating practices may require attention to an interconnected set of 

housekeeping jobs that may have prompted hotel workers' task significance and 

social interactions with other workers. The housekeeping role is fundamental to the 

presentation of the hotel's product in the sense that any lapse in the standards of their 

work have a profound effect on guests' comfort and overall expression of the 

establishment. 
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Feedback from otbers: Front office and restaurant are higher on this scale than 

administration and kitchen. It is plausible that owing to the frequent contact with 

customers, the workers' perfonnance outcomes in front-of-the-house are more 

evident, and thus elicit more feedback from others. As noted earlier, any empowering 

feedback must be positive and encouraging; otherwise, negative feedback would 

erode confidence and work motivation. 

Overall job characteristics: Because a given hotel job can be relatively high on one 

or more of the seven characteristics described above and simultaneously low on 

others, it is always useful to consider the standing of a job in relation to each of the 

job characteristics. Nevertheless, it also can be infonnative to combine the seven 

characteristics into a single index that reflects the overall job scope to explain hotel 

workers' perceived empowerment, organisational commitment, and intrinsic 

motivation. 

Table 9.1 indicates that the work in front office is more enriched than that of any 

other department. Referring to the seven characteristics discussed above, jobs in this 

department excel in all but task identity scale. Front office is often regarded as the 

"nerve centre" of the hotel, the front office is where guests check in and out, 

payments on accounts are made, and messages are exchanged. Hence, front desk task 

activities are more people-oriented, require good problem solving skills. and need to 

be attentive to details. Their actions and attitudes displayed towards guest are a big 

part of what the hotel is selling - service. Consequently, the attributes of its work 

tend to be perceived as more varied, identifiable, autonomous, and richer in 

feedback. 

Compared to front office. jobs in housekeeping has the lowest mean in the overall 

job scope scale. It could be argued that housekeeping jobs are significantly lower in 

motivating job characteristics than front office. Should housekeeping staff perceived 

empowerment and commitment be lower than front desk staff. This proposition is not 

necessarily true. Several reasons could possibly explain this situation. First, 

housekeeping staff's growth needs strength are significantly lower than other four 

208 



groups (Table 9.1), so they might want their task activities simpler and more 

predictable than front office work. Second, in previous chapters, we have found that 

tenure and age are the predictors of empowerment and commitment respectively. 

"Within a hote~ this department usually has longer average tenure, and they are a 

mature and experienced work group on the jobs in comparison with other service 

workers in the hotel industry", noted a manager interviewed in this study. 

Therefore, it might not be a good idea to say which hotel jobs are absolutely more 

empowering or less empowering. The present study would propose contingent view 

that job enrichment is empowering and at the same time some other factors, such as 

leadership, job security, reasonable monetary compensation, and some personal 

factors, should also be taken into account. A contingent empowerment approach 

could motivate the hotel workers, no matter what jobs they are under taking. 

Managers would consider how each job and contextual component supports and 

balances one another in different types of hotel work for different people. 

Apparently, the objective ''job'' in the four departments may not be as enriching as 

that in front office; whilst, it is still possible for "people" in the jobs in the four 

department to experience high levels of perceived control, efficacy, and 

meaningfulness. Empowered housekeeping staff would take pride in maintaining 

property cleanliness and be constantly monitoring guest's comfort and safety. 

Empowered kitchen and restaurant staff would be committed to providing people 

with a pleasant experience and take interest in the preparation or serving of food and 

beverage. Empowered marketing and sales personnel would take initiative to 

discover what guests want, to know how to build guests' needs into the services sold, 

and to know how to best reach potential guests. Empowered staff in finance 

departments not only take responsibility to record sales, control expenditure, 

calculate costs and keep track of overall profits, but also help make important 

financial recommendations, and even forecast industry trends to help the hotel 

succeed. 
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9.2.2 Contextual variables 

Pay: The mean of the full sample is 3.83, which is lower than the middle anchor of 

the seven-point scale. This reveals that the average hotel employees are not satisfied 

with their pay. The employee's desire for a particular work facet is strengthened 

when he or she believes it is lacking (Kovach, 1987; Siu et ai, 1997), which might be 

one reason that pay satisfaction is found to be the most important antecedents of the 

organisational commitment. 

Security: Housekeeping is the highest on this scale. It is likely that most 

housekeeping staff do not take great stock in advancement opportunities and focuses 

instead on a secure job with steady income, which makes them less frustrated by 

other unattainable alternative intrinsic or extrinsic rewards and so feel secured. It is 

also likely that low-growth-needs employees may prefer task activities that are much 

more predictable and less complicated. In contrast to housekeeping, front desk staff 

are the lowest in this scale. It is likely that although front office work is more 

enriching, challenging jobs sometime might become insurmountable obstacles when 

resources of support (i.e., authorisation, monetary compensation, etc.) are 

inadequate. 

Supervision, peers, and overall contextual iDdicator: Since the means on these 

three scales in the five departments are similar, they are discussed here. With respect 

to supervision scales, means of the five departments range from 4.60 to 4.84, which 

reveals that these groups are all moderately satisfied with supervisor's support, 

credibility and guidance. Generally speaking, employees in the five departments are 

satisfied with their peer relationships; means of the five departments only slightly 

vary, and range form 5.18 to 5.48. Finally, means of the five departments on the 

composite overall contextual indicator range from 4.45 to 4.70; work conditions 

among departments are equally satisfactory. 
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9.2.3 Outcome variables 

The five departments on perceived empowennent, organisational commitment, 

general satisfaction, and growth satisfaction scales are only slightly different. Full 

sample means on these four scales range from about 4.66 to 4.92, which is a 

modestly satisfactory level. Although some differences do stand out, they are 

relatively similar. At the departmental level. housekeeping is the highest group on 

organisational commitment. This could be attributed to their satisfaction with job 

security as well as overall contextual satisfaction which is high, and intention to 

leave which is low. Although their perceived empowennent is low and overall job 

characteristics are low, this is counterbalanced by their low growth needs strength. 

Apparently they do not seek much challenge and complexity at work and are 

relatively happy with the amount of job enrichment and contextual conditions they 

have in their work as it is designed. Additionally, it could be argued that the skills 

that housekeeping staff have limit their ability to transfer to other industries, and the 

dissonance-reducing process in their longer tenure may assure them that they have 

chosen commitment wisely. Contrary to housekeeping department, restaurant 

employees have the lowest scale of commitment, which also echoes with their 

highest mean for "intention to leave". 

With respect to internal work motivation, employees across the departments are 

different on the levels of internal work motivation. Staff in administration and front 

office are higher on this scale than kitchen and housekeeping groups. Additionally, 

stafP s growth needs strength is also different across the five work groups. Front 

office staff is the highest on this score; administration staff the second; restaurant 

workers the third; kitchen the fourth; housekeeping staff the lowest. To identify 

people's difference in grow need strength could help management to decide what are 

the empowering ingredients and how to motivate employees in different departments. 

Loher et ai's (1985) study investigates 28 JCM research reports. They conclude that 

the more enriched a job is the more likely the high-GNS person who possesses a high 

need for personal growth and development will be satisfied with that job. In contrast, 

for low-GNS strength employees, who have less need for growth and development, 

the presence of certain external situational characteristics (such as monetary 
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incentives, work group, or management support for enrichment activities) may be 

necessary if the motivating job design is to increase employee satisfaction. In other 

words, the opportunities for an enriched job offers may not be recognised or cared 

about by low-GNS employees who might complain about the additional burden 

deriving from the extra work activities, or be sceptical about the management 

intention of the empowering practices. What may be more important is how the 

employee's work group views these opportunities. As emphasised earlier, as hotel 

jobs intensively interconnect with others, group norms would thus have a powerful 

effluence on shaping group members' work attitudes (Steers, 1977). If the work 

group is supportive of enriched work, this may help to enhance the employee's 

satisfaction with more challenging jobs. Clearly, to maximise effectiveness of 

empowerment practices, employees desirous of growth-needs satisfaction should be 

placed in the most complex jobs or in jobs that are to be enriched. When the 

individual-job match is achieved, the employee is most likely to thrive and be highly 

psycho logically empowered. 

9.3 Conclusion 

Focused on work empowerment procedure, this table extends Hackman and 

Oldham's job diagnosis survey by integrating their core job characteristics, 

contextual conditions, affective motivation outcomes and Spreitzer's psychological 

empowerment as well as Porter's commitment scales into the table. It profiles the 

current conditions of each score in the Taiwanese hotel industry. Since the hotels 

studied are all international tourist hotel standard (which are officially evaluated as 

high quality hotels), this table not only is useful for description but also could serve 

as a primary data source for comparison and diagnosis. The means of the sub-groups 

on each variable reflect areas of work empowerment "strength .. and ''weakness'' in 

the five departments. Although it could be argued that some hotel jobs might tend to 

be more empowering; others may have been deliberately rationalised to meet hotel 

staffmg needs, and thus less empowered; chambermaids may not want their jobs as 

enriched as those of front office staff. Yet, it is extremely rare to find a work 

situation in which nothing can be changed or improved (Lee-Ross, 1998). 
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10.1 Introduction 

CHAPTER 10 

DISCUSSION 

The fundamental framework of the thesis is based on Hackman and Oldham's job 

characteristics mode~ Spreitzer's Psychological empowerment model and Porter's 

work on organisational commitment. This study synthesises their work and 

investigates a work empowerment procedure specifically in the hospitality domain. 

Empirical data were collected from 16 Taiwanese hotels. As emphasised in the 

literature review chapters, empowerment has evolved from various streams of 

motivation theories; it is in no way possible to address comprehensive reviews of all 

disciplines in one thesis. As such, the author applies a multidisciplinary view, but 

grasps definition-specificity throughout the whole thesis. 

This chapter starts with a discussion of the empowerment construct; then we turn to 

summarise our findings. In order to generalise from this work, results of different 

hypotheses will be discussed in one section. Each section will return to some 

management considerations and occasionally draw on additional motivation and 

leadership literature for the interpretation of the findings. Suggestions and 

implications for academic and practitioner consideration are proposed in each 

section. 

10.2 Discussions and implications offindings 

10.2.1 Empowerment dimensions 

The three-dimensional empowerment model identified in Chapter 6 reflects a hotel 

worker's relationship with his or her work unit. It is individuaYteam dynamics that 

can contribute to feelings of empowerment. Empowerment as conceptualised in this 

study emphasises the need to integrate personal task activities with the whole work 

unit and organisation, so the dimensions used are those identified through the 

empirical data, instead of those from research conducted in a manufacturing 

environment (Spreitzer, 1995). The dimensionality considered in the current study 
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suggests that, in hospitality research, a focus on personal and social development 

requires the study of the whole or total situation and not merely its constituent parts. 

In the current study, the essential nature of task interdependence and interconnection 

is discovered not alone by any of its separate elements, but also by observing how 

these elements interact. Therefore, a wide variety of quantitative designs and 

analytical methods were employed in Chapter 7 and Chapter 8 so as to clarify how 

each of the job components as well as contextual characteristics, and other variables 

(Le., rotation, three aspects of organisational commitment, and so on) support one 

another. The theory presented here implies that cognition of empowerment must 

come from the intermingling of the whole group in which each hotel worker's tasks 

"fits into the various downstream and upstream activities in the service delivery 

system" (Bowen and Lawler, 1995: 75). This holistic perspective serves as a 

foundation for the current study's framework. 

The conceptualisation of the current research design is based on the process 

philosophy of cognitive empowerment (Conger and Kanungo; 1988; Thomas and 

Velthouse, 1990; Spreitzer, 1996), and we found that Taiwanese hotel workers view 

power as perceived contro~ efficacy, and meaningfulness. Each of these feelings is 

the evolutionary product emerging from work experience. Hence, instead of 

assuming what are the managerial meanings of empowerment (i.e., job enrichment, 

job enlargement, delayering, commitment, etc.), this study prefers to discuss how and 

why to empower, energise, and motivate hotel workers. In this sense, the operational 

definition of "empowerment" is clear and dynamic in this study. It refers to the self­

developing capacity (perceived control and efficacy) and meaning (perceived 

meaningfulness) generated from people's interpretations of their work rather than the 

equivalence of any antecedents that are delegated to or designed for the employee. 

The philosophy distinguishes this study from many others, and provides the basis 

upon which the investigated hypotheses were built. 
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10.2.2 Findings of hypothesis 1, 6 and 7 

Hypothesis 1,6 and 7 focus onjob characteristics and the two-way interplay between 

skill variety, autonomy, and feedback. Since all the elements investigated could be 

categorised into core job characteristics (Hackman and Oldham, 1980), for the sake 

of convenience, results of these three hypothesis are discussed in this section. 

The results of the hypothesis 1 provide support for some key job characteristics 

associated with empowerment perceptions by the Taiwanese hotel workers. Except 

for feedback of others and dealing with others, all job characteristics are significant 

predictors of the summary indicator of perceived empowerment. The findings not 

only go beyond Hackman and Oldham's work (1980) by integrating job 

characteristics research with the newly emergent cognitive empowerment research, 

but also further identifY the most predictive five job characteristics out of the seven 

core job characteristics specifically in hospitality work. The interpretations of the 

fmdings may raise several issues for future hospitality job content/empowerment 

research. 

The results indicate variety was related to empowerment as well as two of its 

dimensions - perceived control and meaningfulness, but was insignificantly related 

to perceived efficacy. The significance is consistent with many job enlargement 

related studies. For example, Hackman and Oldham's (1980: 78) JCM consistently 

found that ''when a task requires workers to engage in activities that challenge or 

stretch their skills or abilities, they almost invariably experience that task as 

meaningful, and the more skills involved, the more meaningful the work is likely to 

be." Campion and his associates (Campion and McClelland, 1991; 1993) compare 

four types of job design (see Chapter 2), and found that work which taps and 

stretches the performer's skills and talents would have the benefits of more employee 

satisfaction. less mental underload and better customer service. However, enlarged 

jobs inevitably have the costs of higher training requirement, higher basic skills, and 

higher compensable factors - monetary and non-monetary rewards. (Campion, 1989; 

Campion and McClelland, 1991). These costs might be able to explain the 

insignificant relationship between variety and efficacy in the current sample. As 
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shown in Table 7.1, a large percentage of hotel workers have relatively short tenure. 

The short period of service in an organisation might adversely affect the process of 

building additional skills for jobholders. This phenomenon would further discourage 

companies to invest greater resources in training and employee career development 

(Bowen and Lawler, 1992; Baum, 1995). Under the circumstances, the effects of 

skill variety on perceived efficacy become insignificant. 

Identity and significance were also related to empowerment, which is consistent with 

the literature as well. The original JCM posits that variety, identity and significance 

could be combined into one factor that would in turn have additive effects on 

perceived meaningfulness. In addition, we also found an interesting occupational 

characteristic in the hospitality milieu. Although in their intensive review of 

empirical research on work attitudes, Dodd and Ganster (1996) argue that identity 

has seldom emerged as a strong predictor of outcomes in job characteristics studies, 

identity and autonomy in this sample share the most important predictive weight on 

empowerment. The salience of identity reflects the fact that hotel work is constantly 

interrupted by flux of demands, enquiries, or unexpected incidents from clients and 

colleagues which tends to result in work induced stress among operational staff in the 

hotel industry (Faulker and Patiar, 1997). It is plausible that working in situations of 

the constant interruptions, hotel workers would have stronger need for identifiable 

work (from beginning to the end). As a result, this scale becomes one of the most 

important predictors of perceived empowerment of the job characteristics. 

Autonomy support was related to empowerment, and its sub-dimensions - perceived 

control and meaningfulness. Like identity, autonomy is one of the most salient 

predictors of empowerment for Taiwanese hotel workers. The autonomy scale 

comprises some key words, such as decision-making, independence, initiative, 

personal judgement, and so on (see autonomy scale). Since those key words have 

generally appeared in empowerment, involvement, and enrichment literature, the 

significant relationships are not surprising at all. On the other hand, the insignificant 

relation of autonomy to efficacy might be accounted for by two explanations related 

to results from hypothesis 6 and 7. First. the results of hypothesis 6 provide 
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persuasive evidence that there are two-way interactions between autonomy support 

and feedback. At the same time we have found that externally generated feedback in 

negatively related to efficacy in this sample. When information from feedback is not 

constructive (which will be discussed later), workers might not develop the 

confidence in their ability to perform work activities effectively. Second, supporting 

autonomy should simultaneously enlarge skill variety (see the results of hypothesis 

7). As discussed above, if the sample shows that skill variety is not significantly 

related to efficacy, it is reasonable to predict that autonomy might not be associated 

with efficacy either. Unless more coaching and training for skill development and 

better orientation of feedback source is undertaken, having discretion and authority 

might not advance the feelings of efficacy. 

Unexpectedly, dealing with others was not found to be significantly related to 

empowerment. Two alternative explanations may account for the statistically 

insignificant finding. First, looking back over the history of work motivation theory 

development, much traditional field research on work motivation was empirically 

conducted in settings where jobs, such as car making (Gyllenhammar, 1977), key 

punching (Hackman and Oldham. 1980), or telephone service employees (Hackman 

and Lawler, 1971), key-in tasks (Herzberg, 1968), tend to be isolated and do not 

require high degrees of attention to interconnected set of jobs. In these workplaces, a 

new intervention of increasing the interaction with colleagues would provide workers 

with better self-reference, identity, and awareness of their work, which in turn leads 

to higher work motivation. As a result, the findings of these studies suggest that 

dealing with others should be beneficial for work motivation. However, it could be 

argued that service workers in the hotel industry are in constant contact with others. 

Their day-to-day activities inherently involve extensive interaction with colleagues 

and clients. Under the circumstances, the benefits of an increase in dealing with 

others might be suppressed by other job characteristics that might be considered 

more. Second, it is likely that, for some respondents, having opportunities for 

interaction is not as important as having pleasant or satisfied task interdependence. 

Clearly, future hospitality research on the effect of dealing with others is necessary 
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before any firm conclusions on the role of dealing with others as a condition 

important for empowerment are drawn. 

Feedback from the job itself is related to empowennent, but feedback from others 

was not found to be significantly related to empowerment. Although "feedback from 

agents is often useful in supplementing IDS (Job Diagnosis Survey) information on 

feedback from the job itself' (Hackman and Oldham, 1980: 103), these two types of 

feedback are essentially distinctive entities. Hackman and Oldham did not explicitly 

address the utility of different sources of feedback on its effectiveness in terms of the 

cognitive mechanisms underlying the relation of feedback to perception. The current 

study shows that feedback would be more effective in improving perceived 

empowerment if it is self-generated rather than externally generated. This finding is 

supported in the literature (Greller and Herold's, 1975; Earley, 1986). Earley's 

(1986) study of employees in a magazine publisher found that self-generated 

feedback has a stronger effect on performance. Similarly, Greller and Herold (1975) 

examined the effect of different feedback sources on an individual's reliance on 

feedback information, and they also found that individuals place a greater reliance on 

sources that are psychologically "close". By "close", they referred to feedback 

sources as intrinsic to the individual- "self-generated". 

Additionally, four alternative explanations may account for the insignificant 

relationship between externally generated feedback and empowerment. First, the 

sample in this study shows that feedback from others is negatively associated with 

their self-efficacy (see Table 7.3). Some research studies suggest that individuals will 

ignore negative feedback if it is inconsistent with their perceived abilities (lIgen et 01, 

1979); namely. negative feedback will be less effective than positive feedback when 

it is inconsistent with an individual's perceived ability. Several studies, examining 

the effect of feedback orientation on subsequent outcomes (Bandura and Cervone, 

1983; Earley, 1984; Early, 1986), suggest that effective feedback must provide an 

individual with information relevant to his or her estimations of capacity to perform. 
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Second. in addressing the utility of different sources of feedback on its effectiveness, 

Earley (1985, 1986) suggests that feedback should be more effective in influencing a 

worker's performance when the worker trusts the source. When an individual 

perceives the feedback as reliable. fair, unbiased, his or her trust and acceptance 

would mediate the effect ofthe feedback source. 

Third, feedback must aim for obtaining positive reinforcement, which is constant 

coaching, focused on solving a problem instead of punishing the employee as in 

traditional disciplinary systems. Coaching is a fonn of constant training and work 

motivation reinforcement. When empowered employees have made a mistake, in the 

vast majority of cases, the only appropriate reaction is coaching that tells them about 

how to work on their jobs. Punishing employees for mistakes will cause them to 

avoid taking the initiative or making additional decisions without approval. Instead 

of making things happen for guest satisfaction, employees who have too much 

concern about being chastised spend their time covering their backs. 

Finally, Table 7.3 indicates that feedback from others is not related to perceived 

control in the sample studied. One important element of the perceived control scale is 

the capacity of using judgement and discretion to influence what is to happen in the 

group and how to achieve it (see the discussion of empowerment scales in Chapter 

5). Increasingly, evidence suggests that "feedback specificity influences performance 

to the extent that it provides individuals with task-relevant information (a basis for 

planning)" (Earley, 1986). It is possible that typical feedback in the sample studied 

does not provide enough specific task-relevant information enough to be the basis for 

goal planning. The effects of specific versus non-specific feedback is discussed by 

Ilgen et a/ (1979), who argue that in general feedback is more beneficial if a superior 

provides specific information in the feedback process, rather than for a supervisor 

providing general feedback. The issue of feedback specificity had special 

significance in the goal-setting model (Earley, 1986); setting clear specific goals is 

more effective than vague goals (Locke and Latham, 1990). Informative feedback 

allows individuals to adjust their actions and the goals they set, which serves as a 
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cueing device to aid the development of information search and task strategy (Earley 

et ai, 1990). 

Thus, the line of reasoning in this section leads to the following implications: 

Implication 1: More efforts need to be made to stretch workers' skHls and develop 

their talents in the Taiwanese hotel industry if job enlargement is to lead to intended 

empowerment. 

Implication 2: It is suggested that actions to change feedback orientation towards a 

more informative, specific, reliable, positive, evaluative, and appreciative manner 

might be appropriate in the Taiwanese hotel industry. The deliberate and 

nondeliberated feedback source will contain: 

• more reliable and consistent messages that employees can trust and accept 

(relating feedback to efficacy); 

• more expressions of high appreciation, encouragement, and support (relation of 

feedback to efficacy); and 

• more specific information which would become an important reference to the 

employees for initiating and regulating actions, and influencing process or 

operating outcomes at work (relation of feedback to perceived control). 

Implication 3: Since autonomy, variety and feedback are proved to influence one 

another, the considerations suggested in implications 1 and 2 will directly affect 

autonomous job design. The emergence and effectiveness of autonomy support will 

be facilitated to the extent to which: 

• there is an opportunity for substantial two-way communication to enhance the 

mechanisms offeedback-autonomy interactions; 

• the organisational culture values participation, open discussion, and a creative 

problem solving process; 

• there is an opportunity for knowledge and skills development to enhance the 

mechanisms of variety-autonomy interactions; and 
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• human resource management emphasises flexibility and decentralisation. 

10.2.3 Findings of hypothesis 2 

The results of hypothesis 2 indicate that perceived empowerment facilitates 

employees' internal work motivation, which is supported by Thomas and 

Velthouse's (1990) conceptual work and Gagne et a/'s (1997) quantitative study. The 

links from the empowerment dimensions to intrinsic motivation provide evidence for 

the differential influence of empowerment on intrinsic motivation experienced at 

work. For the empowerment dimensions, the more meaningful the work was 

perceived to be, the more intrinsically motivated the employee felt. 

Employees' perceived efficacy affects their intrinsic motivation at work, which is 

also supported in literature (Conger and Kanungo, 1988; Thomas and Velthouse, 

1990). Research generally shows that perceptions of competence are conducive to 

higher levels of intrinsic motivation (Bandura and Cervone, 1983; Deci and Ryan, 

1985; Harackiewicz and Larson, 1986; Harter and Jackson, 1992; Losier and 

Vallerand, 1994). On the other hand, the insignificant links of this scale to growth 

needs satisfaction might be due to the relatively low mean of variety scale (Mean = 

3.73 in seven-point scale). When the hotel employee's job is too simplified, he or she 

may have less opportunity to have the feeling of worthwhile accomplishment. At the 

same time, a simplified job would curtail the opportunity for using personal 

judgement and decision making, which could be one of the explanations as well. If 

efficacy perceived by the hotel employee is not accompanied by job challenges, it 

may not have the expected effects on growth need satisfaction. 

Feelings of control are not related to internal work motivation in this sample. This 

fmding is quite surprising in light of Deci's self-determination theory (Deci et aI, 

1989), in which self-determination is proximal to intrinsic motivation. There are two 

possible explanations for this. First, employees in the sample may need more 

constructive feedback in order to take initiative. Second, the employees are not 

satisfied with their pay (mean = 3.83 in seven-point scale). Employees need to have 
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adequate monetary compensation in order to use power and take pride in their jobs 

(Lawler 1992; Bowen and Lawler, 1992). It could be argued that intrinsic motivation 

should not be associated with extrinsic reward. However, monetary rewards 

sometimes serve as a means of a self-referent process. It shows employers' 

appreciation and reassures employees' self-worth. 

Thus, the considerations suggest the following implication for Taiwanese hotel 

management: 

Implication 4: In hotel work, perceived efficacy may not have the expected effects 

on growth need satisfaction, unless the jo bs are challenging and could stretch the 

employee's skills and talents. 

Implication S: Perceived control should not simply be "delegated" or "conferred". It 

needs informative guidance and appropriate rewards in order to meilitate the hotel 

employee's internal work motivation. 

10.2.4 Findings of hypothesis 3 and 10 

Pay 

Of the four contextual conditions, pay satisfaction was found to be the most 

influential moderator in job enrichment of empowerment relations, and it had the 

most predictive weight on organisational commitment. An explanation of this could 

be attributed to the unsatisfactory pay in the sample. As shown in Table 8.3, in 

comparison with the other contextual conditions, pay is the only factor that 

employees in the sample are not satisfied with (mean = 3.83). As argued by Kovach 

(1987), workers' desire for a particular work meet is strengthened when they believe 

it is lacking. It bas been generally assumed that intrinsic and extrinsic reward have an 

additive effect upon the motivation of individuals in organisations. In other words, it 

is assumed that a person's overall level of motivation to perform effectively is 

determined by the sum of the person's intrinsic and extrinsic sources of motivation 
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(Boal and Cummings, 1981). The importance of pay found in the current study 

reflects the need for more research interest in monetary reward systems is needed. 

On the contrary, this study also found that the amount of income was not related to 

empowerment and commitment. As previously discussed (see Chapter 8), these two 

fmdings are not contradictory to each other at all because better pay is not 

necessarily associated with higher commitment. Monetary rewards often lose their 

ability to motivate as employees with higher income levels may feel that they 

"deserve" it. On the other hand, perceived equity of pay has been associated with 

commitment (Salancik, 1977; Mowday et ai, 1982). To interpret the conceptual 

differences, it is useful to draw on Lawler's (1987, 1992) work. Lawler suggests that 

compensation systems must meet employees' expectations for equity or fairness 

since individual work motivation and performance are two of many factors that 

contribute to perceived compensation fairness (under the consideration of prevailing 

labour market wages, the responsibility of the position, skill and knowledge 

requirements, performance, and so on). 

Virtually, all compensation studies note that pay is intended to attract and retain the 

employees as well as motivate greater individual performance (Boal and Cummings, 

1981; Lawler, 1987, 1992). Compensation systems have already been burdened by 

demands for comparable worth, retention of "good" performers, inflation, and the 

like. As noted by the managers interviewed in this study, monetary rewards carry 

some considerable real cost to the organisation, and structuring a "good" reward 

system has been a serious concern in every Taiwanese hotel. 

The terms - contingent reward, profit sharing, merit pay, or pay by performance 

systems - commonly appear in the empowerznent literature. Two overall 

considerations were generated from the interviews during the fieldwork. The first 

concern is consistent with Lawler (1987); because the hotel (and restaurant) business 

is volatile and subject to economic fluctuation, it is believed that bonus plans are 

seen as more applicable than pay-raise and salary-increase plans. The use of bonuses 

permits substantial variation in an individual's pay from one time period to another. 
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With salary. increase plans, in contrast, such flexibility is very difficult because past 

raises tend not to be rescinded especially when companies are facing financial 

pressures. 

Second, all the managers interviewed supported team· based profit sharing systems 

instead of individual·based systems. They pointed out that in rewarding team 

members at the tearn level. the overall compensation system actively supports and 

reinforces team-based initiatives by rewarding co-operation, collaboration, 

teamwork, and collective results. Team level rewards direct members' efforts toward 

common goals, strategies and success factors, which in turn create value for both the 

employers and employees. 

Of course, a tearn compensation system is not without its weakness, and an 

individual-based system has its merit. Peer pressure usually has a positive effect on 

team performance. but it can also prove negative (Newman and Krzystofiak, 1998; 

Zobal, 1999). To some extent, team compensation systems sometimes might serve to 

promote negative conformity; for example. an individual (star performer) feels that 

his or her contributions are undervalued, or this person feels pressure to perform at a 

minimum level in order to conform to lower perfonnance exceptions. In this way, 

team pay may contribute to stifling individual efforts and creativity. In support of 

individually contingent pay. Weaver (1988) proposes a "Theory M" programme of 

motivation based on direct cash rewards for above-average productivity. The 

employee receives a percentage of any increase in sales or savings to the company 

generated by his or her efforts. Weaver suggests that this idea is primarily suited to 

hourly workers. Further. it could be extended to motivate general food and beverage 

employees and even other hotel employees, for example a bonus payment to night­

desk staff for selling as many vacant rooms as possible or a pay incentive to 

housekeeping staff for dealing with an above-average number of rooms in a shift. 

The incentive should be paid to the employee as soon as possible. Weaver (1988: 41) 

argues: 
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During the phase-in period, the employee should receive the cash each 

night, since this will have the greatest impact on motivation. Employees 

should also be encouraged to compare their incentive earnings with each 

other. They are going to do this anyway, and their comparisons should be 

geared toward employees realising that they can earn substantially more 

money if they produce more. 

However, this idea has never been empirically tested in the literature. The author 

discussed Weaver's proposition with the hotel managers interviewed. Generally, they 

believed that such a "transactional type" of individual merit pay might be based on a 

false assumption. It could be problematic in practice in that Weaver's proposition 

interferes with the dependence of individuals on the team (or in their organisations). 

To support the managers' scepticism, it is useful to draw on Thompson's (1967) 

dependence relations in organisations, which the author believes could best describe 

the concerns about total quality management in hotel work. 

First, individuals are most interdependent when they must work together, interacting 

during task perfonnance, in order to complete their work. Individually contingent 

pay would rarely be advocated in the case of this reciprocal interdependence, since 

credit and blame are virtually impoSSible to assign to individuals. 

Second, sequentially dependent employees rely on others for either their inputs, for 

the disposal of their outputs, or both. Thus, pay dysfunction may result from the use 

of individually contingent pay for sequentially dependent employees, which is rarely 

fair to others in upstream work activities and could damage the norm of respectful 

reciprocity. 

Third, pooled interdependence is the collective dependence of employees on the 

continued success of the organisation. Thompson argues that employees may not be 

directly independent from others for their task performance but are still jointly 

dependent with all other participants on their organisation's ability to provide 

employment and other resources. 
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In addition, individually contingent pay (i.e., Theory M) may distract employees' 

attention from more abstract dependence relationships and interfere with members' 

commitment to their team and employers. By treating them as labour contractors, 

employees are encouraged to work only on activities represented in their contracts, 

and are motivated to reject or avoid unattractive assignments, in the absence of 

expected direct incentives. While this "transactional contract" becomes a group 

norm, organisational commitment will be undermined. In such a work climate, it may 

seem stupid to take on an unattractive assignment, go beyond the call of duty, or 

make personal sacrifices for the collective mission. When the employer pays only for 

the recent performance period, such transactional norms deliberately or 

undeliberately communicate that the employer is only concerned with the 

employee's immediately measurable performance, and is indifferent to past or 

unobservable contributions, and to the employee's potential for other kinds or work. 

Therefore, paying people on the basis of their recent measured individual 

performance simply does not build on the relative advantages of the organisational 

form. Most hotels succeed because of co-operation among their members, not 

because of the members' discrete, independent performance. Such co-operation is 

particularly critical among employees with either valuable expertise (which may be 

the basis for the hotel's competitive advantage) or the discretion to commit the 

organisation's resources (i.e., managers). It is simply not in the hotel's interest to 

encourage short-term single-transaction expectations among such important 

employees. Drawing on Schneider et af (1994), we have to realise that organisational 

culture partly stems from employees' interpretations of organisational practices, 

procedures, and rewards. Pay is important, and the ways in which organisations 

dispense it suggests a lot about the actions they expect from their employees; it 

directly reinforces desired behaviour and forms the culture. Put simply, groups could 

be formed for economic reasons. "Where bonuses are paid to workers on the basis of 

group productivity, and incentive exists to band together for mutual gain" (Steers and 

Porter, 1991). When management rewards collective effort, employees value 

collective effort. 
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In conclusion, does money cause changes in the hotel employee' perceptions of 

work? This study provides strong evidence that the answer is yes - monetary 

compensations affect the levels of empowerment, commitment, and work motivation; 

at least money matters to hotel workers. Perhaps most importantly, companies need 

to ask how various types of reward systems can further their objectives. So far, most 

of the empowerment research has involved monetary compensation. We have already 

begun to learn how money can increase performance and stimulate employees to 

build skills and knowledge. Will other rewards also stimulate such outcomes and add 

to the intrinsic or extrinsic value chain that motivates performance, builds 

commitment and encourages growth in employees' skills? The answer is also yes -

based on the evidence from job and contextual characteristics in this study. If we 

begin to answer these questions, we can understand the impact of what motivation 

researchers call "intrinsic" (i.e., job characteristics discussed here) and "extrinsic" 

rewards (i.e., contextual conditions in this case) more completely. Elements in these 

two sets of factors are value-added in the empowennent procedure. No matter how 

job characteristics could provide growth opportunities, interests, and challenges, 

there will still be dissatisfaction if payor any sort of social structural support is 

inadequate. No matter how good extrinsic compensations may be, this alone will not 

provide the intrinsic satisfaction or motivation that comes from doing a worthwhile 

job. So far we have recognised that an effective reward system depends on our ability 

to monitor and strengthen all complements and interrelationships of the value-added 

elements. ''People respond in one way to their task, in another way to their 

environment: management ignores either at its peril" (paul and Robertson, 1970: 14). 

Implication 6: In order for a compensation system to be an effective motivator, hotel 

compensation systems must consider: 

• the behaviour and results desired (why); 

• the rewards that motivate employees (what); and 

• the conditions necessary to facilitate this relationship (how and when). 
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Implication 7: Teams have become a popular way for hotels to organise business 

because they enable management to be responsive to the ever-changing business 

arena. One way to support and reinforce this team concept is through the 

compensation system at the team level. Specifically, the ideal team compensation 

system must: 

• assure perceived equity and justice; 

• support cohesive and coactive teams; 

• compliment and reward organisational citizenship behaviour which reinforces 

synergistic energy; and 

• foster teamwork and organisational goals. 

Security 

Job security was found to be a significant predictor of organisational commitment. 

These findings reassure us that security of employment could signal a long-standing 

commitment by the organisation to its workforce. Norms of reciprocity tend to 

guarantee that this commitment is "repaid". This reciprocity is like a two-way street. 

Without increased "corporate commitment" to people, we can barely expect 

increased "employee commitment". However, conversely, an employer that 

explicitly or implicitly signals through word and deed that its employees are 

dispensable is not likely to generate much loyalty, commitment, or willingness to 

expend extra effort for the organisation's benefit. 

Moreover, perceiVed job security was found to be one of the moderators that affect 

job enrichment and perceived empowerment relationships in the Taiwanese hotel 

industry. This data suggests that employment security should enhance employee 

involvement because employees are more willing to contribute to the work process 

when they do not need to fear losing their own or their co-workers' jobs. In this way, 

job security would contribute to training employees for taking enriched jobs as both 

employer and employee have greater incentives to invest in training because there is 

some assurance that the reliable relationship will be of sufficient duration to earn a 

return on the time and resource expended in skill development. Employees will feel 
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more empowered once basic conditions of security are met. They know they are 

cared for and trust that the reciprocity will be sustained and not be violated. 

Although, fluctuating demand for labour characterises hospitality organisations 

(Bawn, 1995, Wood, 1997), the author of this study believes that, in some cases for 

full time employees, the specific decisions made by top management or voluntary 

turnover (i.e., in some inevitable and painful situations) may be less important for 

future corporate success than the fact that people have the trust in organisational 

dependability. 

Implication 8: Although job-hopping is common in the hospitality industry, it by no 

means implies that hotel employees do not care about organisational dependability. 

Without corporate loyalty to employees, organisations cannot expect increased 

cOmmitment from them 

Peer relationships 

The data from this study suggests that positive and supportive relationships among 

co-workers will moderate the direction of job enrichment to perceived 

empowerment. The results also suggest that hotel workers who are more satisfied 

with interpersonal relationships and helping behaviour among peers are more likely 

to have higher organisational commitment. This relationship suggests that the kinds 

of consequences to be expected from having jobs with high positive interpersonal 

components are primarily social in nature. The author posits two considerations 

specific to hospitality work that may hinder the development of constructive peer 

relationships, and therefore establishing organisational citizenship behaviour can not 

be overlooked. First, with the new members joining and old ones leaving at a fairly 

consistent rate in service organisations, high turnover culture might become a barrier 

for affiliation among peers and cohesive work groups. Second, people in many 

departments have to work in different shifts, which could slow the process of 

establishing close relationships. 
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To maintain total quality management and excellent service (Le., "whatever it takes" 

or customised service; see Lashley, 1999), hospitality organisations should not only 

focus on the employee's personal role-prescribed task performance, which can be 

thought of as the proficiency with which people perform activities that are formally 

recognised as part of their jobs (Borman and Motowidlo, 1993). These role­

prescribed activities often are those identified by job analysis techniques of the 

industrial psychologist (which is one of the reasons why this study avoided using 

ratings to measure personal performance effectiveness, and therefore used internal 

work motivation and organisational commitment scales instead). Alternatively, 

organisational citizenship behaviours are less frequently thought of as in-role and, 

therefore, are more discretionary in nature. These behaviours include volunteering to 

help out a co-worker and to take on other duties beyond regularly assigned ones 

(Brief and Motowidlo, 1986; George and Brief, 1992, Van Dyne, Graham and 

Dienesch, 1994). In this respect, DeBs can be thought of as forms of contextual 

performance, as an individual expands the role-prescribed criterion domain to 

include elements of contextual performance (Borman and Motowidlo, 1993). The 

spontaneous helping behaviour among co-workers will then automatically constitute 

a set of extra role behaviour including protecting the organisation, making 

constructive suggestions, and spreading goodwill (George and Brief, 1992). People 

who are more satisfied with how their co-workers treat them are more likely to 

volunteer to take on duties beyond those regularly assigned to them These voluntary 

acts can facilitate organisational goal attainment (Batemen and Organ, 1983). 

Supervision 

The results also found that supportive SUpervISIon was positively related to 

organisational commitment and could positively moderate the direction of job 

enrichment to hotel workers' internal work motivation. As measured in this research, 

this relationship suggests that the kinds of consequences to be expected from having 

superiors with the traits of showing respect, fair treatment, support, guidance, and 

overall quality supervision are primary empowering and motivating in nature, and 

are one of the reason why employees would be more committed to their hotels. 
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In the past five decades or so, the concept of leadership has grown in popularity in 

the literature (for a review of this literature from the Ohio State leadership studies in 

the late 1940s to recently popular topics on leader-member exchange, charismatic, 

transformational leadership, etc.; see Steers et ai, 1996). Researchers and 

practitioners have conceptualised it in work settings as a social influence process 

through which one individual exert influence over others to structure the behaviours 

and relationships within a group or organisation (YukI, 1994). From the standpoint of 

understanding the behaviour of people at work, Katz and Kahn (1978) present a 

particularly useful definition of leadership - the essence of organisational leadership 

is "the influence increment over and above mechanical compliance with the routine 

directives of the organisation" (Katz and Kahn, 1978: 528). Furthermore, from Katz 

and Kahn's perspective, leadership occurs when one individual influences others to 

perform voluntarily above the minimum requirements of their work roles. These 

authors argue that the voluntary aspect of followers' responses to leadership 

distinguishes leadership from other influence processes, such as position power or 

formal authority. Several issues closely related to this study's findings are now 

discussed. 

Empowerment involves allowing employees to make decisions. When a hotel 

supervisor resists empowering line employees, the resistance is typically based on 

the fact that the supervisor does not trust the subordinate to make the decision; an 

example of this non-empowerment is when front desk clerks must get their 

managers' approval to make adjustments to a guest's disputed bill. In fact. there is 

always a paradox between autonomy support and the risks of incurring too many 

mistakes made by empowered employees. In the case of the front desk. even if 

management has set ceilings under which the clerks can grant room-rate adjustment, 

the concern is that too many adjustments will be granted. Even when the 

authorisation has been granted, the managers are still held accountable for 

employees' actions. Therefore the contradiction between the employees' perception 

of management rhetoric and the perception of continuous support, in terms of 

managers' attitudes and behaviour, could often undermine mutual trust over time. 
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Could management reach a balance between the inevitable costs and benefits for 

empowerment? It is a difficult question, and there is no set or easy answer for how 

far to extend employees' empowerment to make decisions. In the literature, it was 

suggested that there are so many benefits from empowerment, but there are always 

costs for every action taken to empower employees. Perhaps a way to resolve this 

issue is for managers to ask themselves whether they really have the trust in 

authorising the control (the extent of support)? Sternberg (1992: 71) suggests: 

When a supervisor resists empowerment, examine the issue of trust. Why 

doesn't trust exist? If it is a lack of training or experience, the deficiency 

can be remedied over time. If you (managers) believe that the person will 

engage in malfeasance, that is an issue that must be dealt with in other 

ways. Assuming there's no illicit intent, training often helps both 

supervisors and subordinates become comfortable with empowerment. 

Training is one of the key methods that hospitality managers employ to maintain 

product and service quality. Training has long been a popular topic in the literature. 

Specific or development-oriented training (i.e., short-term, long-term, 

skilllknowledge-based, interpersonal relationships, decision-making process, etc.) 

has been linked with many motivation and satisfaction outcomes. Roehl and 

Swerdlow (1999) review this literature and note: 

Training has been linked with improved self-esteem. reduced turnover, 

better product and service consistency, higher guest satisfaction 

(Wheelhouse, 1989), reduced business cost, the use of new technology 

(Van Hoof et ai, 1995), greater ability to meet the needs of target market 

(Shaw and Patterson, 1995), more qualified employees (Josiam and 

Clements. 1994), increased self-awareness, improved attitude, more 

teamwork (Conrade et ai, 1994), greater job satisfaction, and greater 

organisational commitment. 
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Roehl and Swerdlow conducted a study of employees in franchise lodging 

organisations in the U.S., and found that training had not only a direct positive 

relationship with morale, perception of supervisor quality, and awareness of rules, 

but also a significant indirect effect on organisational commitment. Although some 

research speaks to the proposition of training cost in which considerable money and 

resources may be invested (Bowen and Lawler, 1992), the author of the current study 

could not identifY any direct test that found the benefits of training would eventually 

fail to compensate its cost. Apparently, employees can be empowered not only 

because managers are willing to support autonomy, but also because the authorised 

ones have developed the capacity to use the power. To ask the question again - "how 

far could an empowered employee go to make decisions?" Before answering this 

question, management may well ask themselves - "what training have they 

undertaken?" The underlying conception is that constructive supervision should be 

proactive in orientation. Quality supervision involves assisting employees so that 

they will become empowered and begin to take on greater responsibilities. 

In closing this section, the author of this study will allude to two concerns that 

probably should have received more empowennent research attention than they have. 

First, perhaps for many practitioners, there is a blurred line between coaching 

(continuous guidance from supervisors) and training, and this line become a 

management folly in the process of building employees' efficacy. Krazmien and 

Berger (1997) surveyed 94 hotel managers and found a common misconception in 

the industry. They note (Krazmien and Berger, 1997: 8): 

Training is a structured and formal organisational activity, employees 

often concentrate to intensely on learning new information and the 

practice and follow-up are overlooked. The fundamentals of a new skill 

are learned or knowledge pertaining to certain issues is increased. 

Moreover. training is often conducted in large groups. Finally, the 

employees may not be involved in the decision to train or in the selection 

of training topics and the timing of the training may not be suitable. As a 

reSUlt, basics may be learned but finesse usually is not developed. 
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In contrast with training, coaching tends to be perceived as less fonnal 

and is often provided on an individual needs basis. Managers determine 

when coaching is appropriate through observation and feedback. 

Coaching does not replace formal training; rather, it supplements and 

supports more formal efforts. It is important that you deliberately select 

coaching as the appropriate method of intervention rather than simply 

respond by coaching whenever a performance problem arises. 

It could, to some extent, be too artificial to impose a distinction between these two 

constructs because training programmes could also be personal and situational 

(Beckert and Walsh, 1991). Krazrnien and Berger point out the common 

misconceptions which occurs frequently in the hotel industry. In the meantime, this 

study believes that future research on the conceptual differences in service 

organisations is optimistic, given Krazmien and Berger's (1997) distinction. 

The second issue is the fair treatment of managers. Equity theory can be thought of 

as concerned with distributive justice, referring to the distribution of outcomes (e.g., 

rewards). Following the publication of Folger and Greenberg (1985), organisational 

scientists broadened their interests in justice to include procedural as well as 

distributive concerns. Procedural justice shifts attention from what is decided to how 

decisions are made to distribute reward (Crop8ImUlo and Folger, 1996). Perception 

of fairness matters, but this study's concern is Briefs (1998) notion that when 

workers receive outcomes they judge to be unfair, perceptions of procedural fairness 

protect them against the level of dissatisfaction they might have otherwise 

experienced. Given that highly interdependent task activities and collective effect 

might cause the cognitive unfairness of reward distribution, what hospitality 

managers should learn in order to promote service workers' perception of procedural 

justice that dissipates the dissatisfaction of distributive injustice should be a good 

topic for future hospitality research. 
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Implication 9: Service organisations must not overlook the important role of 

constructive peer relationships. To improve the chances of success in structuring 

empowerment efforts and attaining high organisational commitment, supportive and 

helping relationship should be developed. As these values come to be shared and 

lived, the quality of work and service provided are likely to increase in work groups. 

Implication 10: A supportive manager should be a proactive coach who builds 

employees' capacity prior to sharing authority; empowering procedure is an 

"enabling" procedure. To ask the question - "how far could an empowered employee 

to make decisions?" Before answering this question, management may well ask 

themselves - ''what training have they undertaken?" 

10.2.5 Findings of hypothesis 4 

The results of hypothesis 4 support the argument that three empowerment 

dimensions are strongly associated with organisational commitment. Since the 

general interpretation of the findings has been discussed in Chapter 7, this chapter 

only raises some critical considerations that have often been ignored by practitioners. 

Meaningfulness 

Meaningfulness was found to have the strongest relationship with the three aspects of 

organisational commitment - value congruence, extra efforts and loyalty. The 

reasoning of this is simple in that the cognition of value-fit is obviously the bridge to 

the person-organisation bond. However, the salience of the ''value-fit'' is often 

ignored by practitioners and researchers. Thus, to have a complete upstanding of it 

several considerations must be deliberated. 

It is an interesting question: how and why would there be a value-fit for hotel 

workers? According to Schneider et al (1994), the organisational values could 

predominantly be initiated by managers' behaviour and the actions they reward; such 

as different intrinsic and extrinsic rewards, or many charismatic leadership 

behaviours (i.e., values and moral justification; reference to history; story telling; 
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positive references to employees' self-worth; and so on). However the critical point 

is that these actions should appeal to existing elements of the line employees' values 

and identities (Shamir et oj, 1993). In other words, to bridge personal values and 

organisational interests, top managers should not install totally new values and 

identities in the line employees' self-concept; rather they should articulate followers' 

values and identities that they hold (but have not been able to articulate clearly to 

themselves), and connect them with goals and values required (Shamir et aJ, 1993). 

In this sense, the values raised by top managers must respond to line employees' 

personal values, no less than the line employees' values to the top managers'. As 

argued by O'Reilly (1989, in Steers et ai, 1996: 373), "it is a common occurrence to 

fmd a noble sounding statement of corporate values framed on the wall and a very 

different and cynical interpretation of this creed held by people who have been 

around long enough to realise what is really important." As such, the real value 

internalisation process can only occur when the values of the followers and the leader 

are not in opposition (Shamir et 01, 1993). 

However, how do top managers identify line employees' values and concerns? The 

results of testing for hypothesis 4 provide an answer - the employee's perceived 

control has a significant effect on value congruence. One way to identify line 

employees' values and obtain the fit between an individual's beliefs and top 

managers' values is to encourage participative decision-making (Macher, 1988; 

Rudolph and Kleiner, 1989). As Spreitzer (1996: 489) recognises that "the 

participative climate provides a frame of reference through which individuals make 

sense of organisational life, and shapes behaviours and modes attitudes". Moreover, 

she further notes: 

In participative climates, the acknowledgement, creation, and liberation 

of employees are valued. Whereas in nonparticipative climates control 

order, and predictability are valued (Evered and Selman, 1989). 

Furthermore, participative climates emphasise individual contribution 

and initiative rather than top-down command and control (Lawler, 1992). 

Such a climate recognises the critical value of human capital to the 
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success of an organisation and the importance of employees' creativity 

and initiative for organisational responsiveness in a competitive external 

environment (Bowen and Lawler, 1992). 

Employees who find a fit between the requirement of a work role and their personal 

concerns and beliefs make a fundamental shift from a passive to a creative 

orientation concerning their roles and responsibilities. As a result they become 

willing and able to invest themselves fully in their work. "They think and act like 

partners in business rather than employees. This shift occurs because their deepest 

needs are met - the needs for meaning, for power or significance, and for true 

camaraderie" (Rudolph and Kleiner, 1989: iii). Service workers become involved in 

their jobs that, first of all, have meaning for them I Cynicism about work and 

membership in organisations is a common occurrence in workplaces. It is a natural 

emotion that there are psychological protections against chronic frustration. 

"Empowered people take personal responsibility to ensure that their work has 

meaning and that they do not become cynical" (Macher, 1988: 42). They are 

committed workers because their companies provide jobs that they desire (Mathieu 

and Zajac, 1990). 

Perceived control 

It is appropriate to review the definition of perceived control this study generalised 

from the imperial data factor analysis: 

Perceived control is the hotel employee's belief that he or she can use 

personal initiative and discretion on the job, and can control or influence 

what will happen on the team. 

I Although job involvement is a widely used term in recent empowerment research, it is often vaguely 
defined and used. It is interesting to draw on Morrow (1983). He defined this term as "the degree to 
which a person is identified psychologically with his or her work" (Morrow, 1983: 488). The primary 
distinction between job involvement and organisational commitment is that job involvement describes 
an employee's attachment to his or her job, whereas organisational commitment describes an 
attachment between an employee and the organisation. Mathieu and Zajac, (1990) argue that these two 
constructs would be corrected to the extent that an organisation provides employees with the jobs they 
desire. 
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Results from Hypothesis 4 indicate that the systems advancing the employee's 

perceived control is a critical mechanism in developing organisational commitment. 

These systems encourage people to be involved and send signals to the individual 

that he or she is valued. In hotels, these systems may range from higher levels of 

control, such as "encouraging employees to make recommendations for improving 

the system (i.e., the policies, procedures, and rules; equipment and supplies: and the 

physical plant)", to everyday control, such as "giving employee the authority to make 

everyday (routine) decisions" (Sternberg, 1992: 69). The perceived control can also 

be elicited by any managerial effort, for example, team briefings, open-door policy 

and suggestion box. "The idea of MBWA (management by wandering around) has 

been a popular trend in several Taiwanese hotels studied in recent years", said an 

F&B manager interviewed in this study. It is believed that MBWA could help 

management identitY problems actively, and its informal and caring style creates 

better two-way communication and a participative climate. In a study of employee 

empowerment in services, Lashley (1999: 177) notes that "pre-service team briefmg 

sessions are used to both provide employees with immediate information about the 

operation and company objectives, but are also used to test out ideas with employees 

and gain suggestions." What is important about these processes is that the employee 

is encouraged to develop a sense of responsibility, ownership for their actions, and to 

make incremental decisions. The perceived control would then become the 

ingredients for shared values and prosocial behaviours (which is quantitatively 

proved in this sample as well; see Table 7.9). 

Perceived efficacy 

The data indicated that the hotel employees' perceived efficacy is related to extra 

role behaviour and organisational loyalty. However its relation to value congruence 

is not significant. This insignificant link reveals an issue that the hotel managers in 

this sample should not overlook in order for people to be motivated to contribute to 

more collective efforts. To explain it, the author of this research borrows two 

interactive concepts from the motivation literature under the consideration that most 

hotel jobs involve intensive "sequential" and "pooled" task interdependence. The two 
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concepts are: (1) Lawler's (1982) expectancy formula of collective motivation; (2) 

shared values. 

Lawler's proposes an expectancy formula of collective motivation. Since it has been 

discussed in the literature. This section only briefly reiterates the formula: 

Collective motivation = prob (Pi -+ Po) x prob (Po -+ Oi) 

Where Pi = performance of the individual, Po = performance of the 

organisation, and Oi = outcomes for the individual. 

According to this formula, the worker is motivated to contribute to collective 

performance to the extent that his or her self-efficacy would have an impact on 

collective performance, and to the extent that the collective performance would 

eventually result in his or her extrinsic or intrinsic rewards. However, in most of the 

situations, it is difficult for a hotel worker to accurately assess the probability that his 

or her self-efficacy will result in collective accomplishments because the intensively 

interdependent work also depends to some extent on the personal efficacy of other 

team and organisational members (their level of professional competence, 

knowledge, skills, etc). Therefore, perhaps an element sometimes missing from the 

above expectancy formula in a hospitality worker's everyday work life is the 

perceived probability that his or her collective effort will defmitely result in 

collective accomplishment. Further, it could be unrealistic to expect that the effort 

invested by the person would perfectly and accurately serve as the criterion for 

reward allocation (which is discussed in the pay section above in this chapter). When 

these two aspects of perceived probability are vague (or mostly subject to situations), 

the internalised norms and values could become an evaluative ingredient for the 

person to exert collective efforts regardless of the calculative considerations (Shamir, 

1990). Thus, a person who is interested in maintaining or increasing collective effort 

either for its own rewarding properties or because it is instrumental for obtaining 

other outcomes, has very good reasons to maximise hislher contribution, even when 

the probability that the contribution will make a difference is low. Following this line 

of reasoning, it is clear at present that the concept of value congruence or group 
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coherence should be combined with Lawler's collective expectancy model in order to 

strengthen group morale. This consideration is related to the concept of group 

potency, which refers to '"the collective belief in a group that it can be effective" 

(Guzzo et ai, 1993: 87). If efficacious employees could have internalised values, they 

will be to the ultimate advantage of most of the hotels. 

Finally, taking all the issues discussed in this section together (the multidimensional 

constructs of perceived empowerment and organisational commitment), the author of 

the current study believes that commitment is the synergistic outcomes at the 

individual and organisational levels, derived from the service workers' three aspects 

of empowerment. Also, such outcomes would lead to newly enhanced outcomes at 

the very core of all organisational functioning. It is the interactions of individuals in 

an ongoing organisational process in which people's work attitudes, values and 

moods are shaped. Given this circular response, the achievement of involvement and 

functional unity is always a process not a product. At this point, the author echoes 

many researchers' opinions, and suggests that empowerment in service organisations 

is an ongoing and continual cyclical process (Conger and Kanungo, 1988; Thomas 

and Velthouse, 1990; Hurst, 1992; EyJon, 1998). 

These considerations suggest the following implication: 

Implication 11: The more the hotel workers perceive that their jobs are meaningful, 

the more the hotel employees will demonstrate their organisational commitment. 

However, organisational values and goals installed by top management should be 

congruent with the existing values and identities held by line employees, and the 

messages from top management should contain more reference to values and moral 

justification in order to promote the intended work climate. One pragmatic way to 

identuy employees' concerns and beliefs is to create a participative climate. 

Implication 12: Actions to relate shared values to employees' efficacy should be 

taken for the Taiwanese hotel industry in order to go beyond the limitations of 
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Lawler's calculative collective motivation model and obtain higher group morale as 

well as group potency. 

10.2.6 Findings of hypothesis 5 

The field test in the Taiwanese hotel industry on the distinction between knowledge 

enlargement and task enlargement provides positive support for Campion and 

McClelland's (1993) work. It suggests that knowledge enlargement is better than 

task enlargement for hotel management to obtain greater employee perceived 

empowerment, organisational commitment and internal work motivation. These two 

concepts are briefly reviewed here before the in-depth discussion specific to the hotel 

job domain. In Campion and McClelland's (1993) field experimental study, a 

distinction is made between task enlargement (i.e., adding requirements to the job for 

doing other task on the same product) and knowledge enlargement (i.e., adding 

requirements to the job for understanding procedures or rules relating to different 

products), with the former shown to reduce satisfaction and the latter to increase it. 

Another innovative concept involved in the hypothetical analysis design is job 

rotation. The author of the current study was not surprised to learn that the 

contribution of job rotation itself in hotel work is negligible in this sample (see the 

results of hypothesis 8). What should be considered in the hotel work redesign 

research is the fact that many hospitality jobs are rather routine in nature. When an 

organisation has a series of routine jobs that cannot be combined or enriched, it is 

possible to rotate workers from one job to the next over time. The aim of this job 

rotation is to minimise the routine and boredom as much as possible through a 

change in activities. The commonly expected benefits are that the employee learns 

different jobs and the company develops a more flexible workforce. Even so, job 

rotation does not solve the basic problem of unenriched and unchallenging jobs 

(Herzberg, 1968; Steers, 1981); neither does it increase perceived empowerment and 

organisational commitment as identified in the current study. 

241 



Therefore, the weakness of the job rotation could, in some respects, be the lack of 

management awareness of the problem - the perception of routine and unchallenging 

work requirements. In fact, Steers (1981) suggests that job rotation "should be used 

only as a temporary or last resort technique." If a job dose not become more 

enriched, rotation is no more than rotating the assignments of a number of jobs that 

need to be enriched. Of course, from the employers' point of view, rotation could 

perfectly meet the company's interest, in terms of staffing and functional flexibility. 

Consequently, it tends to be "seen primarily as a means of increasing productivity 

rather than improving the quality of working life" (Wood, 1997: 176). Taco Bell's 

unsuccessful experience in the late 1980s could exemplify the weakness of rotation 

(see literature review). Rotating Taco Bell's waiters between kitchens and dinning 

rooms might seem to be knowledge enlargement because they were expected to learn 

back-of-the-house and front-of-the-house activities. However, if the expanded skills 

were seen as simple and the additional tasks activities were regarded as unenriched 

and unchallenging, the way job rotation was introduced at Taco Bell might not be 

perceived as the opportunity to enhance skill variety (i.e., jobs are enriched to 

challenge or stretch their skills or abilities) but as an unwarranted workload. Indeed, 

as far as employees are concerned, the benefits of job rotation depend on how 

management arranges it. A front office manager interviewed in this study suggested 

that job rotation should be a way of alleviating stress among employees and 

providing a respite from particularly stressful jobs. Therefore, in the hotels studied it 

is common to see front office clerks transfer from reception desk to information 

desk, to business centre, or to reservation in a certain period of time (mostly on an ad 

hoc basis, subject to situations and people). In this sense, rotation could serve as a 

means of ''respite'' from stress or mental overload or underload. However, there is 

still no direct and persuasive evidence to link it to perceived empowerment, 

organisational commitment, and internal motivation 

Thus, is it an unrealistic hypothesis for management to relate job rotation to intended 

empowerment and commitment? This study provides strong evidence that the answer 

is no - rotation could be empowering but it is conditional. The critical criteria are the 

opportunities of stretching various skills - an extension of Campion and 
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McClelland's (1993) work on knowledge enlargement. The author of the current 

study suggests a correct way to conceptualise it - do not think of rotation as a 

primary move; instead, treat rotation as the "grease" that allows the wheels of job 

enlargement design to turn smoothly. 

In closing this section, this study provides an optimistic view of future knowledge 

and task enlargement as well as job rotation research. Still, many questions remain 

unanswered, such as: 

• 
• 

What is the optimal combination of different hotel job components? 

What are the best intervals to transfer different workers among different 

departments? 

• How do the costs and benefits in practising knowledge and task enlargement 

would change over time in longitudinal research design (Whether there is a 

transient Hawthorne effect or situational changes)? 

Research on knowledge and task enlargement and their motivation outcomes is 

rewarding because hotels always have a series of routine jobs that need to be 

combined, and flexibility will become more and more important in human resource 

management. This study takes the first step and awaits further such investigations in 

hospitality literature. 

Thus, a managerial implication is proposed: 

Implication 13: Managers should not think of job rotation as a primary move; 

instead, they should treat rotation as the "grease" that allows the wheels of job 

enlargement design to turn smoothly. 

10.2.7 Findings of hypothesis 9, 11 and 12 

Results of hypothesis 9 suggest that there is a positive collective effect of job 

characteristics on organisational commitment. This study draws on the job 
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characteristics model (Hackman and Oldham, 1980) and Steers (1977) commitment 

research to suggest that enriched jobs should yield higher organisational commitment 

from employees. Further, borrowing the logic of the job characteristics model, 

employee growth needs strength were directly tested to be a moderator of this 

relationship in hypothesis 11, and the role of growth need strength as a moderator 

were supported. Since these two hypotheses are an expansion of the job 

characteristics model, there is much theoretical overlap between this section and 

above-mentioned job characteristics section; the conceptual repetition is not 

reiterated here. 

With respect to the results of hypothesis 12, the negative relation between 

commitment and intention to leave is supported in the literature (Mathieu and Zajac, 

1990). On the other hand, it is speculated that due to the lack of a career development 

path, high growth-needs-strength hospitality workers might either see current jobs as 

a stepping stone for better alternative job opportunities or be disappointed by 

unsatisfactory growth opportunities. However, contrary to expectation, personal 

growth needs strength was found not to be related to intention to leave. It is likely 

that during the period of the survey, business in Taiwan suffered from the Asian 

economic crisis. As such, it is obviously a wise choice for them to stay with the 

organisation when alternative employment opportunities are limited. 

Before summarising this section, one more point must be stressed. Although the role 

of growth needs strength as a moderator of the relationship between enrichment and 

motivation outcomes was supported in this study, it will be a spurious assumption to 

say that low-growth-needs hotel workers do not want enriched jobs - the data tell us 

that employees with low grow needs will positively react to enriched jobs as well. 

The author suggests that, in order to be effective, the presence of certain external 

situational characteristics, such as pay and supervision support, should be contingent 

with the adoption of enrichment interventions especially for low-growth-needs hotel 

workers. 

Thus, a managerial implication is proposed: 
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Implication 14: Job enrichment is a critical mechanism in developing organisational 

commitment for all hotel employees, whether the individual's growth needs strength 

is high or low. In order to be effective, the presence of certain external situational 

characteristics, such as pay and supervision support may be contingent with the 

adoption of enrichment interventions especially for low-growth-needs hotel workers. 

10.2.8 Findings of hypothesis 8 and 13 

The data show that position level and tenure are positively related to hotel 

employees' perceived empowerment; men are more likely to have higher perceived 

empowerment than women; older workers become more committed to their 

company. Since two other variables - job and contextual characteristics - entered in 

the first step of the hierarchical regression models have been discussed above, this 

section avoids repetition. 

With respect to age, this study would suggest a positive relationship to organisational 

commitment as both calculative and attitudinal. In calculative terms, older age would 

limit service workers' alternative employment opportunities. With respect to attitude, 

Meyer and Allen (1984) suggest that the process of cognitive justification make older 

employees identify more with organisational values and be more satisfied with their 

jobs. 

The interpretation of the finding regarding the disparity between the workers' 

perceptions of empowerment in the three position levels (managers, supervisor and 

general workers) is analogous to that in the supervision section in this chapter. An 

additional interpretation of the difference is that it is common and healthy to have 

supervisors with higher power in order to direct the company to the course of 

sustainable competitiveness. On the other hand, Taiwanese hotel managers should 

also learn the philosophical distinction between ''power with" and ''power over" if 

there is a respectful reciprocity among organisational members; if the power is really 

an "expandable pie" (parker and Price, 1994; Keller and Dansereau, 1995; see 
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Chapter 5 of this thesis). As the Chinese proverb says - there are no weak troops 

under a strong general. Having powerful troops would not jeopardise a leader's 

position; instead, winning the war makes him more powerful. In this respect, I only 

partly agree with the rhetoric - legendary service begins at the bottom (Blanchard, 

1990); I believe that legendary service starts with determination at the top. 

Next, in normaJ situations (or at best, when all covariates are controlled), longer 

tenure means more experience in the process of socialisation. It is plausible that 

experienced service workers would have better control and higher knowledge and 

skills, and managers would feel more comfortable to share power with competent 

ones. This assumption could be extended to explain the value of a lower turnover rate 

in an organisation. 

As previously suggested, women have less opportunities to be empowered to take 

challenging jobs and to become leaders in the hotel industry. Is there a stereotypical 

barrier within the business (i.e., hiring, training, managerial selection, etc.), or are 

women thought of as less effective leaders so that it is not worth the investment to 

promote their power? Many questions await more empirical testing. If this is because 

of the former, it may take time for people from predominantly male positions to 

change this stereotype. If it is because of the latter, more direct tests on the 

comparison of women and men's leadership style (i.e., interpersonal vs. task 

achievement; democratic vs. autocratic style, etc.) under a focused culture might be 

worthwhile. Could we speculate that hotel women workers tend to have less need for 

empowerment because in climbing the hotel career ladder, a woman would have to 

sacrifice personal life? It is an interesting question, but this speculation may be 

theoretically groundless. 
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11.1 Introduction 

CHAPTER 11 

CONCLUSION 

In this final chapter, the wider implications of this research are discussed. It seeks to 

draw some conclusions and assess the prospects for empowerment in organisations. 

This chapter will also consider methodological limitations and directions for future 

research. This thesis integrates the three models - JCM, psychological empowerment 

and commitment, and develops a new interpretation of their interplay in the 

empowerment of service workers. All the issues of interest in this research 

interweave with the consideration of intrinsic and extrinsic work values held and 

perceived by jobholders, which illuminates how people's work attitudes are formed 

in and around work groups and organisations. This thesis views empowerment as an 

on-going process interwoven with interdependent variables, individuals and 

situations. Hence, the generalisations of this study arguably go beyond the hospitality 

industry and can equally be applied to organisations in the wider service sector. 

11.2 Wider implications ofthis research 

Perhaps one of the most important lessons to be learnt from the data investigated 

here is that if management of service organisations truly wants to improve 

employees' work attitudes and commitment, they must take an active role in 

Wlderstanding how the dynamic nature of empowerment is enhanced. It is a two-way 

influence that should aim to integrate the views, ideas, and interests of top 

management and line employees without coercive authority and deceitful gestures. It 

is a respect for the law of reciprocity that can be reinforced by various value-added 

motivating job characteristics and sociaVcontextual supports. In addition, a person 

comes to the job with certain expectations about the type and amount of rewards that 

he or she should receive for services rendered; thus, different people in different 

situations can be empowered in different ways. As such, any attempt by managers to 

improve empowerment should be prefaced by examining the nature of the tasks 

which employees are asked to perform. In a broader sense, managers should give 
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increased attention to creating supportive environments. They must be sensitive 

enough to know what is empowering and what is disempowering. 

More importantly, the thesis develops an analysis of the interactions between each 

dimension of empowerment and commitment. The underlying premise behind the 

design of hypothesis 4 binges on the philosophy that people can not be "told" or 

"persuaded" to get involved attitudinally in their jobs and become committed to their 

organisations. Instead, commitment and empowerment are reciprocal, and they are 

the blOSSOming of experience (or so-called task and global assessment). We can not 

confer power because it is a self-developing product. Likewise, we must understand 

the philosophy that rather than rearranging existing values, to bring more into 

existence is the highest mission of enlightened hwnan interactions in a culture of 

success. It is an acting and reacting process which brings out differences and 

integrates them into a unity (Hurst, 1992); the interweaving of differences is the 

source of business innovation and the findings of the third way. 

With respect to the investigations of job characteristics, this study goes beyond 

Campion and McClelland's knowledge and task enlargement experimental field 

research by also drawing on job rotation, and links these three concepts 

(knowledge/task enlargement and job rotation) to empowerment, internal work 

motivation, and commitment. This is an important issue, given that labour flexibility 

(and particularly multiskilling) is likely to be a key trend in the future of human 

resource management in the service industry. In addition, the tests on the additive 

effects of autonomy, variety and feedback in the design of hypothesis 6 and 7, as 

mechanistic as they may seem to be, does, in effect, demonstrate why so many 

companies' empowerment programmes end up being dismissed as nothing more than 

a fad. Very often, researchers and practitioners over-stress the intended benefits of 

"delegating" authority and stop short of considering the philosophy that genuine 

authority is the result of the integrative functions of many managerial elements. For 

example, the interpretation of the results of hypothesis 6 and 7 in Chapter 10 

provides evidence that the emergence and effectiveness of autonomy support will be 
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facilitated to the extent to which the management values two-way communication., 

coaching, and learning as well as skill development. 

Drawing on the concept of task interdependence within groups and organisations in 

different aspects of empowerment throughout this study (e.g., job and structural 

characteristics and commitment) is to identifY that empowerment in service 

organisations should be a team-based approach in any participative or total quality 

management environment in order to elicit group responsibility. In a service 

organisation, an individual can be empowered and develop the willingness to take 

responsibility for the group's work effectiveness and the cross-functional quality 

cycle. Team based empowerment is not only to build the capability of taking vertical 

authority but also horizontal authority. The focus on interconnected work activities in 

an empowerment programme fits exactly the current shift many companies are 

making towards recognising the importance of cross-functional collaboration and 

peer networks in running flatter organisations. It is a shift of management orientation 

from the prolonged obsession with the chain of command and hierarchies of rights 

and privileges to an active, rather than passive, work role within and between work 

units of a vertical and horizontal "boundary Jess" organisation. 

Clearly, the empirical study of cognitive empowerment in service organisations is in 

its infancy. This research takes some initial steps toward explaining the relationships 

between empowering characteristics of the job content and work context and 

different people's task assessment, which in turn predicts the attitudinal commitment 

and affective work motivation outcomes. It has been recognised that empowerment is 

influenced by structure, and it will. in turn, influence the form of the organisation. 

However, the ways, in which empowerment evolves and influences the structure of 

the organisation, have not been sufficiently researched. This may be due, in part, to 

the complexity of investigating the process at both the micro and macro levels. Some 

scholars have voiced scepticism concerning whether or not empowerment can really 

make a difference to organisational performance. This is usually due to the error of 

viewing empowerment as the product of an isolated empowerment effort, rather than 

viewing empowerment as the act of building, developing, and increasing the power 
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cycle. Empowerment is both internally and externally conditioned, and it is a 

function of an interweaving between activity of the organism and activity of the 

environment. We must rid ourselves of the limitations of the more partial points of 

view, and develop new modes of thinking that identify the importance of 

conceptualising empowerment as an ongoing process. This process constitutes 

interdependent variables, individuals and situations. Through this interlocking 

activity, each element in the process creates itself anew. The dynamic nature of 

empowerment poses a significant challenge to researchers. Even though the 

confusion within the academic literature is shared by practitioners, there is much to 

learn from interacting with managers, consultants and organisation scholars who 

attempt to understand the "whys" and "hows" of empowerment. 

11.3 Methodological limitations and suggestions for future research 

As a result of time and financial considerations and the exploratory nature of this 

research design, there are several methodological limitations embedded within the 

study. They are discussed as follows. 

Although this study suggests a series of causal sequences in this research framework, 

this is, of course, unstable in the present cross-sectional design. As discussed in the 

theoretical development, there is likely to be a weak, reciprocal line from 

organisational commitment back to the three dimensions of perceived empowerment 

through behaviour and work attitudes. As such, longitudinal studies will ultimately 

be necessary to clarify the nature and magnitude of these potentially reciprocal 

linkages. Likewise, there would also be feedback loops from contextual supports to 

the employee's attitudes towards motivating job design, and the benefits of 

motivating job design and structural support at work-unit level would become more 

salient and distinctive over a certain period of time. In this sense, there would be a 

major advantage to call for longitudinal design to capture the dynamics of internal 

empowerment procedure and demonstrate the unidirectional causal flows as well as 

bi-directional causalities more clearly. 
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A further limitation is the reliance on self-report measures. Self-reporting may not 

correspond to actual experiences and is susceptible to common method variance, 

which could magnify the relationship between predictor and response variables (i.e., 

spurious relationships might emerge between variables because they were measured 

with a common method) (Mael and Ashforth, 1992; Spritzer, 1996; Van der Vegt et 

ai, 1998). However, there is not a better source for the perceptions of workers than 

the workers themselves (Corsun and Enz, 1999). It is the perceptions that are of 

interest since it is the jobholder's perceived job and contextual characteristics that 

spark the subsequent empowerment, attitudinal organisational commitment and 

affective outcomes (Hackman and Lawler, 1971; Hackman and Oldham, 1975; 

Spreitzer, 1996; Wan-Huggins, 1998; van der Vegt et ai, 1998; Corsun and Enz, 

1999). As noted by Crosun and Enz (1999: 221), "the problem of common method 

bias when dealing with self-report, perceptual data had, at least, been overstated in 

the literature and may be fictitious (Spector, 1987; Crampton and Wagner, (994)." 

Moreover, the analyses performed and the results reported in this study reflect the 

perceptions of nearly four hundred and seventy full-time hotel employees on 

different jobs in various organisations, which is essentially robust data in quantitative 

analyses and is expected to dissipate the bias that might result from the common 

method variance. Nevertheless, this is not to say that common method variance was 

definitely absent in this study. At this point, future research would be of benefit by 

utilising alternative sources to assess the dimensions of empowerment and variables 

of interest. For example, additional ratings of the job/environment characteristics, 

and the consequences of empowerment could be obtained from supervisors or well 

trained evaluators. In this respect, it is suggested that conceptual replication should 

lend more credence to these and past results than would a repetition using the 

methods employed herein. 

Ideally, generalisation of the results beyond the respondents studied requires a true 

random sample of the defined population. In this survey, however, under the author's 

request for the stratified random sampling method across departments in each 

property, 16 hotels agreed to participate in this study. Therefore, the generalisations 

of this study might not be perfect in relation to the popUlation. However, since the 
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sample was randomly drawn from diverse departments and the hotels and sub­

samples were reasonably in proportion to the population of Taiwanese hotel industry, 

the degree to which the role of empowerment is a function of a unique hotel is 

diminished (Fulford and Enz, 1995). In fact, many repeatedly cited quantitative 

studies in work motivation literature used nonprobability sampling. For example, 

Herzberg's (1968) job enrichment longitudinal study conveniently selects 

stockholder correspondents employed in only one corporation; Hackman and Lawler 

(1971) use a judgement sample (employees working on 13 different jobs in one 

telephone company), and this inspired Hackman's substantial classical job 

characteristics research; Spreitzer (1995, 1996) creates and validates her 

psychological empowerment quantitative research by including mangers in only one 

Fortune 50 company; and furthermore, much research looks at the work motivation, 

reward, and commitment issues through student samples, whose demographic 

characteristics are unique and distinct from the wider popUlation in many ways (Deci 

et aI, 1981; Mael and Ashforth 1992). As noted by Cramer (1998: 3), "because of the 

difficulty of obtaining a random sample, many studies in the social sciences use non­

random samples and assume that the sample can be thought of as random". To 

dissipate possible sampling bias, the author devised several sets of moderated 

designs and partial correlations to control for the effects of the variables that might 

have "contaminated" the results of interest due to spuriousness, moderated 

relationships and mUltiple causation. (Bryman and Cramer, 1997). In addition, two 

two-step hierarchical regression models were devised in the data analyses. With the 

hierarchical method, the effects of job and contextual characteristics on 

empowerment and commitment were measured by controlling for demographic 

factors (i.e., persona~ departmental and hotel effects in the analyses); the incremental 

and joint effects by including demographic characteristics were then analysed. 

Hence, the likely generalisability of this study's findings is high. 

Additionally, we must be cautious in interpreting these findings due to possible non­

response bias. The potential problem with respect to non-response is the possibility 

that non-respondents will differ from respondents with respect to the survey 

variables, in which case the survey estimate will be biased. To lessen this effect, 
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follow-up attempts were made by contact persons in order to encourage as high a 

response as possible during the fieldwork. The use of contact persons, who 

constantly communicated with the author during the whole fieldwork, is one of the 

major strength of this study. They were trained to earnestly and informatively answer 

questions raised by respondents, monitor the respondent's attitudes towards the 

survey, and encourage honest and sincere responses. 

In order to avoid problems of multicolinearity between study variables, the set of the 

job and contextual characteristics was selected for quantitative examination. More 

specialised assessment on focused aspects, such as the comparison of leadership 

styles, self-management team, mechanisms of feedback and information, 

organisational citizenship behaviour, participative work climate. and contingent 

reward systems, may ultimately provide more explanatory power in understanding 

hospitality work empowerment. Alternatively, the effects on empowerment of other 

contemporary design features, such as the distinctiveness of employee-customer 

relationships (Corsun and Em, 1999). promotion satisfaction (Sparrowe, 1994), and 

skill development through training should also be examined for future research. At 

this point. specialised topics concerning empowerment in hospitality settings is 

recommend, but with certain caveats in quantitative research. Empowerment has a lot 

to do with work motivation, job enrichment and involvement management (Thomas 

and Velthouse. 1990; Bowen and Lawler. 1992. 1995; Spreitzer. 1996), and it 

concerns personal task assessment, generalised psychological states and their 

attitudinallbehavioural outcomes. Therefore. items in questionnaires must be really 

relevant to the respondent's working experience and idiosyncratic to their job and 

contextual characteristics. For years, many empowerment studies have created 

various scales for different purposes in different industries. When adopting existing 

measure scales, any future study must conduct careful pilot tests before the 

subsequent fieldwork. If necessary, a revision or a fine-tuning of questions could 

increase the insight of the findings. Items in the questionnaire need to refrain from 

utopian or rhetorical wording in that it could cause cynicism, which would weaken 

the validity of the scales or even invalidate the findings. For example, questions like 

"I have access to the strategic information I need to do my job well" might be a 
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"good" or "important" question to ask in the studies of people in certain occupations 

or position levels. However, if the majority of the questionnaire respondents are 

chambennaids and rank-and-fIle waiters, it might sound unduly irrelevant and nai"ve 

to use too many buzzwords like "administrative" and "strategic". Instead, it might be 

more appropriate to look at whether the organisational priorities, goals, and values 

are well infonned and the extent to which they receive useful infonnation regarding 

whether a standard is met or the effectiveness of the work method used. I When it 

comes to the scales on change-oriented participative decision making, it might be 

more appropriate to lay more stress on whether they have appropriate latitude of 

discretion to make daily decisions, impact on the creation of a new product, service, 

idea, procedure, process, or operating outcomes; instead of too much emphasis on 

such "idealised" words as administrative and strategic system change. Imagine, what 

a physically fatigued chambermaid would think of the questions - "I have access to 

the strategic information I need to do my job well" or "My superiors encourage me to 

participate in strategic and administrative decision making", when he/she is 

answering your questionnaire after a day's arduous work. Empowerment IS 

contingent to the "law of situation" (Hurst, 1992). Decades of research on 

empowerment (or motivation) has concluded that there is no one best way for 

everyone. The key contingencies are governed by the attributes of jobs, conditions, 

and people; so does the design of measuring scales for quantitative empowerment 

research. 

This is an empirical test of Taiwanese hotel employees on the variables studied, and 

the results reflect the organisational behaviour of service workers in Taiwanese hotel 

society. Therefore, the interpretation of this work may allow for possible bias derived 

from culture difference. Including psychological empowerment, motivation research 

must be related to people's needs, beliefs, and values. Research on cultures and 

management behaviour suggests that culture is an implicit social mechanism that 

shapes people's thoughts, values, beliefs and, thereafter, guides their behaviour 

(Hofstede, 1980; Hofstede and Bond, 1988). People from a different society may 

I The measure of the information regarding whether a goal is met or concerning the effectiveness of the work 
method used could also be categorised into items of feedback scale (McMee et ai, 1995). 
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share a common culture and could thus react to the same motivation/empowerment 

intervention differently. Given that the current study's survey was conducted in 

Taiwanese hotels, this research itself is culture bound. Even more, the measuring 

instrument, methodology and underlying theories used are mostly developed in the 

U.S. and might thus be culturally biased from other nationaVethnic standpoints 

outside North America. There is a need for further conceptual replications of this 

research in other social and cultural contexts. Comparisons of the fmdings will be 

valuable to validate our current management knowledge. It is hoped that the 

convergence and divergence of the findings from different cultures will broaden our 

understanding of what we call "work empowerment" in the era of the globaIisation. 

A final thought 

At the end of this thesis, it is illuminating to turn to Mary Parker Follett. (cited in 

Metcalf and Urwick, 1941: 101 and Hurst, 1992: 55 respectively): 

... our task is not to learn where to place power; it is how to develop 

power ... Genuine power can only be grown, it well slip from every 

arbitrary hand that grasps it; for genuine power is not coercive control 

but coactive control. 

I believe we shall soon think of the leader as one who can organise the 

experience of the group ... It is by organising experience that we 

transform experience into power ... the task of the chief executive is to 

articulate the purpose which guides the integrated unity which his 

business aims to be. 

Six decades on, Follett's view on management is as relevant today as it was then. It 

is hoped that clarifying this holistic and cyclical procedure will encourage more 

organisational scholars to embark on substantive research addressing the dynamics of 
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empowerment in the service industry. Hopefully, the current findings will provide 

guidance to practitioners as they endeavour to develop methods to empower 

organisations and individuals. Further research into how and why to empower is 

clearly both timely and appropriate. Exploratory in nature, this study seeks to chart a 

course for further empirical work. 
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APPENDIX! 
LIST OF SURVEY HOTELS 



GRAND HYUATT HOTEL 
2 Sung-Shou Road. Taipei, Taiwan, R.O.c. 
Tel: 02-2720-1234 
Fax: 02-2720-1111 
Number of Rooms: 872 

HARWARD PLAZA HOTEL 
160 Jen-Ai Rd., Section 3, Taipei, Taiwan, R.O.C. 
Tel: 02-2700-2323 
Fax: 02-27000729 
Number of Rooms: 606 

ASIA PACIFIC HOTEL 
172 Jung-Shiau East Road, Section 4, Taipei, Taiwan, R.O.C. 
Tel: 02-2772-2121 
Fax: 02-2721-0302 
Number of Rooms: 312 

GRAND FORMOSA REGENT HOTEL 
3 Lane 39, Jung-Shan North Road, Section 2, Taipei, R.O.C. 
Tel: 02-2523-8000 
Fax: 02-2523-2828 
Number of Rooms: 569 

GLORIA HOTEL 
369 Lin-Shen North Road, Taipei, Taiwan, R.O.C. 
Tel: 02-2581-8111 
Fax: 02-2581-5811 
Number of Rooms: 220 

LAI LAl SHERATON HOTEL 
12 Chung-Hsiao East Road, Section 1, Taiwan, Taiwan, RO.C. 
Tel: 02-2321-5511 
Fax: 02-2394-4240 
Number of Rooms: 705 

THE SHERWOOD INN CROWN PALZA 
111 Min-Sheng East road, Section 3, Taipei. Taiwan, RO.C. 
Tel: 02-2718-1188 
Fax: 02-2713-0707 
Number of Rooms: 349 

FAR EASTERN HOTEL 
201 Tun-Hwa East Road. Section 2, Taipei. Taiwan, RO.C 
Tel: 02-2378-8888 
Fax: 02-2377-7777 
Number of Rooms: 422 
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REBAR HOLI AY INN CROWNE PLAZA 
32 Nanking-East Road, Section 5, Taipei, Taiwan, R.O.C. 
Tel: 02-2763-5656 
Fax: 02-2767-9347 
Number ofRoorns: 246 

MAGNOLIA HOTEL 
166 Tun-Hwa-North Road, Taipei, Taiwan, RO.C. 
Tel: 02-2712-2122 
Fax: 02-2712-2122 
Number ofRoorns: 351 

HOTEL NATIONAL 
257 Tai-Chung-Kang Road, Section 1, Taichung, Taiwan, RO.C. 
Tel: 04-321-3111 
Fax: 04-321-3124 
Number ofRoorns: 404 

HOWARD PLAZA HOTEL KAOHSIUNG 
311 Chi-Shian 1 Sf Road, Kaohsiung, Taiwan, RO.C. 
Tel: 07-236-2323 
Fax: 07-235-8383 
Number ofRoorns: 238 

TA SHEE RESORT HOTEL 
166 Jib-Shin Road, Yung-Fu, Ta-Shee, Taoyuan, Taiwan, RO.C. 
Tel: 03-387-6688 
Fax: 03-387-5288 
Number ofRoorns: 209 

CHINATRUST HOTEL SUN MOON LAKE 
23 Chung-Cheng Road, Sun Moon Lake, Nantou, Taiwan, R.O.C. 
Tel: 049-855-911 
Fax: 049-855-268 
Number of Rooms: 116 

CAESAR PARK HOTEL KENTING 
6 Ken-Ting Road, Hengchun, Pintung, Taiwan, RO.C. 
Tel: 08-886-1888 
Fax: 08-886-1818 
Number of Rooms: 250 

HOTEL ROYAL CHmPEN SPA 
23 Lane 113, Lung-Chuan Road, Peinan, Taitung, Taiwan, RO.C. 
Tel: 089-510-666 
Fax: 089-510-678 
Number of Rooms: 182 
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APPENDIX 2 
THE QUESTIONNAIRE 



SECTION ONE 

Each of the statements below is something that a person might say about his or her company 
organisation. You are to indicate your personal feelings about the organisation by marking how much 
you agree with each of the statements, based on the following scale. 

Disagree 
strongly 

2 

Disagree 

3 

Disagree 
slightly 

4 

Neutral 

5 

Agree 
sliglUly 

6 

Agree 

7 

Agree 
Stroogly 

I. I am willing to put in a great deal of effort beyond that morally expected in order to help this 
organisation be successful. 

2. I talk up the ocganisation to my friends as a great organisation to work for. 
3. I feel very little royalty to this organisation. 
4. I would accept almost any type of job assignment on order to keep working for this organisation. 
5. I find that my values and the organisation's values are very similar. 
6. I am proud to tell others that I am part of this organisation. 
7. I could just as well be working for a different organisation as long as the type of work was 

similar. 
8. This organisation really inspires the very best in me in the way of job performance. 
9. It could take very little change in my present circumstances to cause my to leave this 

organisation. 
to. I am extremely glad that I chose this organisation to work for over others I was considering at the 

time I joined. 
II. There is not too much to be gained by sticking with this organisation indefinitely. 
12. Often, I find it difficult to agree with this organisation's policies on important matters relating to 

its employees. 
13. I really care about the fate of this organisation. 
14. For me this is the best of all possible organisations for which to work. 
15. Deciding to work for this ocganisation was a definite mistake on my part. 

SECTION TWO 

Each of the statements below is something that a person might say about his or her company 
organisation. You are to indicate your personal feelings about the organisation by marking how much 
you agree with each of the statements. 

Dilap-ee 
strongly 

2 3 

Diup-ee 
sligbtly 

I. I am confident about my ability to do my job. 

4 

Neutral 

2. My impact on what happens on my team is large. 
3. The work I do is meaningful to me. 
4. I have freedom in determining how to do my job. 

5 

Ap-ee 
sIithtJy 

5. I am self-assured about my capability to perform my work activities. 
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6 7 

Ap-­
Strongly 



6. I have a great deal of control over what happens on my team. 
7. The work I do is very important to me. 
8. I can decide on my own how to go about doing my work. 
9. I have mastered the skills necessary for my job. 
10. I have significant influence over what happens on my team. 
II. I have a chance to use personal initiative in my work. 

SECTION THREE 

Part A: 
This part of the questionnaire asks you to describe your job, as objectively as you can. 

I. To what extent does your job require you to work closely with other people (either "clients." or 
people in related jobs in your own organisation). 

2 

Very 1ittJe; dealing with other 
people is not at aU necessary in 
doing the job 

3 4 

Moderately; some dealing 
with others is necessary. 

s 6 7 

Very much; dealing with other 
people is an absolutely essential 
and crucial part of doing the job 

2. How much autonomy is there in your job? That is, to what extent does your job permit you to 
decide on your own how to go about doing the work? 

2 

Very little; the job give me 
almost no personal "say" about 
how and whCII the work is 
done. 

3 4 

Modcnte autonomy; many 
things are standardise and not 
uncicr my contro~ but I can make 
some decisions about the work. 

6 7 

Vr:ry much; the job gives me 
almost co~letc responsibility 
for deciding how and when the 
work is done 

3. To what extent does your job involve doing a "whole" and identifiable piece of work? That is, is the 
job a complete piece of work that has an obvious beginning and end? Or is this only a small part of the 
overall piece of work, which is finished by other people automatic machines? 

2 

My job is only tiny part oCthe 
overall piece of work; the 
resu1ts of my activities cannot 
be seen in the final product or 
service 

3 4 

My job is a modcnte-sized 
chunk." of the overall piece of 
wok; my own contribution can 
be seen in the final outcome. 

6 7 

My job involves doing the 
whole piece of work, from 
start to finiJb; the resuIta of my 
activitiea are easily seat in the 
final product or service. 

4. How much variety is there in your job? That is, to what extent does your job require you to do 
many differem things at wort. using a variety of your skills and talents? 

2 

V r:ry little; the job requires my 
to do the same routine thinp 
over and over apin. 

3 4 

Moderate variety. 

6 7 

Vr:ry much; the job requires 
me to do many di1fCl'Cllt 
things, uaing • number of 
di1ferent skills and talent&. 

5. In general, how significant or important is your job? That is, are the results of your work likely to 
significantly affect the lives or well-being of other people? 

1 

Not very siSJli.6cant; the 
outcomes of my work are not 
likely to bave important effeots 
on otber people. 

3 4 

Moderate siSJlificant. 
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Highly silPli.6cant; the 
ouIA:omea of my work can 
atreot other people in vr:ry 
important ways. 



6. To what extent do managers or co-workers let you know how well you are doing on your job? 
I 2 3 4 5 6 7 

Very little; people almost 
never let me know how well I 
am doing. 

Moderate; sometimes people 
may five me "feedback"; other 
times they may not. 

Very much; managers or co­
workers provide me with 
almost COOSUUlt ''feedback'' 
about how well I am. 

7. To what extent does doing the job itself provide you with information about your work 
performance? That is, does the actual work itself provide clues about how well your are doing-aside 
from any "feedback" co-workers or supervisors may provide'! 

2 

Very little; the job itself is set 
up so I could work forever 
without fUJ(ling out how weill 
am doing. 

Part B: 

3 4 

Moderate; sometimes doing the 
job provides "feedback" to me; 
sometimes it does not. 

6 7 

Very much; the job is set up so 
that I get almost constant 
"feedback" as I work about 
how weill am doin~ 

Please try to be as objective as you can in deciding how accurately each statement below describes 
your job, based on the following scale. 

1 

Very 
inaa:urate 

2 

Mostly 
inaocurate 

3 

Slightly 
inaa:urate 

4 

Uncertain 

5 

Slightly 
aocurate 

I. The job requires me to use a numbers of complex or high-level skills. 
2. The job requires a lot of co-operative work with other people. 

6 

Mostly 
aocurate 

7 

Very 
aocurate 

3. The job is arranged so that I do not have the chance to do an entire piece of work from beginning to 
end. 

4. Just doing the work required by the job provides many chances for me to figure out how well I am 
doing. 

5. The job is quite simple and repetitive. 
6. The job can be done adequately by a person working along - without talking or checking with other 

people. 
7. The supervisors and co-workers on this job almost never give me any "feedback" about how well r 

am doing in my job. 
8. The job is one where a lot of other people can be affected by how well the work gets done. 
9. The job denies me any chance to use my personal initiative or judgement in carrying out the work. 
10. Supervisors often let me know how well they think I am performing the job. 
II. The job provides me the chance to completely finish the piece of work I begin. 
12. The job itself provides very few clues about whether or not I am performing well. 
13. The job gives me considerable opportunity for independence and freedom in how I do the work. 
14. The job itself is not very significant or important in the broader scheme of things. 
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Part c: 
Listed below are a series of statements. Please indicate how you personally feel about your job, base 
on the follOwing scale. 

Disagree 
strongly 

2 

Disagree 

3 

Disagree 
slightly 

4 

Neutral 

5 

Agree 
slightly 

6 

Agree 

7 

Agree 
Strongly 

I. It's hard, on the job, for me to care very much about whether or not the work gets done right. 
2. My opinion of my self goes up when I do this job well. 
3. Generally speaking, I am very satisfied with this job. 
4. Most of the things I have to do in my job seem useless or trivial. 
5. I usually know whether or not my work is satisfactory on this job. 
6. I feel a great sense of personal satisfilction when I do this job well. 
7. My job activities are personally meaningful to me. 
8. I feel a very high degree of personal responsibility for the work I do on this job. 
9. I frequently think of quieting this job. 
10. I feel bad and tmbappy when I discover that I hove perfonned poorly on this job. 
II. I often have trouble figuring out whether I am doing well of poorly on this job. 
12. I feel I am personally taking the credit or blame for the results of my work on this job. 
13. I am generally satisfied with the kind of work I do in this job. 
14. My own feeling generally is not affected much one way or the other by how well [ do on this job. 
15. Whether or not the job gets done right is my responsibility. 

Part D: 
Please indicate how satisfied you are with each aspect of your job listed below based on the following 
scale. 

2 

Vert Mostly 
inaOClll'llte inaOClll'llte 

3 

Slil!l1t1y 
inaocurate 

I. The amOlUlt of job security I have. 

4 

Uncertain 

5 

SJiI!l1t1y 
aocurate 

2. The amount of pay and fringe benefits I receive. 
3. The amount of personal growth and development I get in doing my job. 
4. The people I talk to and work with on my job. 
5. The degree of respect and filir treatment I receive from my boss. 
6. The feeling of worthwhile accomplishment I get from doing my job. 
7. The chance to get to know other people while on the job. 

6 

Mostly 
aocurate 

8. The amOlUlt of support and guidance I receive from my supervisor. 
9. The degree to which I am filirly paid for what I contribute to this organisation. 
10. The amOlUlt of independent thought and action I can exercise on my job. 
11. How secure things look for me in the future in this organisation. 
12. The chance to help other people while at work. 
13. The amOlUlt of challenge in my job. 
14. The overall quality of the supervision [receive in my work. 
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Vert 
aocurate 



Part E: 
Please think of the other people in your organisation who hold the same job you do. If on one has 
exactly the same job as you, think of the job which is most similar to yours. You are to indicate how 
accurately each of the statements describes the feelings of those people about the job based on the 
following scale. 

2 3 4 5 6 7 

Disagree 
strongly 

Disagree Disagree 
slightly Neutral 

Agree 
slightly 

Agree Agree 
Strongly 

1. Most people on this job feel a great sense of personal satisfuction when they do the job well. 
2. Most people on this job are very satisfied with the job. 
3. Most people on this job feel that the work is useless or trivial. 
4. Most people on this job feel a great deal of personal responsibility for the work they do. 
5. Most people On this job have a pretty good idea of how will they are performing their work. 
6. Most people on this job find the work very meaningful. 
7. Most people on this job feel that whether or not the job gets done right is clearly their 

responsibility. 
8. People On this job often think of quitting. 
9. Most people on this job feel bad or on happy when they find that they have performed the work 

poorly. 
10. Most people on this job have trouble figuring out whether they are doing a good or a bad job. 

Part F: 
Listed below are a number of characteristics which could be present on any job. Using the scale 
below, please indicate the degree to which you would like to have each characteristics present on your 
job. 

Would like to have 
this only a moo-o 

IIIJIOUIIt 

2 3 4 

Would lib to have 
this v«y much 

I. High respect and fuir treatment from my supervisor. 

5 

2. StimUlating and challenging work. 
3. Chances to exercise independent thought and action on my job. 
4. Great job security. 
5. Very friendly co-workers. 
6. Opportunity to learn new things from my work. 
7. High salary and good fringe benefits. 
8. Opportunities to be creative and imaginative in my work. 
9. Quick promotions. 
10. Opportunities for personal growth and development in my job. 
11. A sense of worthwhile accomplishment in my work. 
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Would like to have 
this extremely much 



Part G: 
For each question, two different kinds of jobs are briefly described. In answering each question, 
asswne that everything else about the job is the same. You are to indicate which of the jobs you 
personally would prefer- if you had to make a choice between them. 
An example is given below. 

2 

3 

4 

5 

6 

Example: 

Job A 
Ajob requiring work 
with mechanical 
equipment most of 
the day. 

( 

3 

) 

4 

Job B 
Ajob requiring work with 
other people most of the day. 

Response to each item are measured on 5-point scale with scale point anchors labelled: (1) 
Strongly prefer job A; (2) slightly prefer job A; (3) Neutral; (4) Slightly prefer job B; (5) 
Strongly prefer job B. For example, if you prefer to working with other people to working 
with equipment most of the day, you would choose "4". 

Job A JobB 

A job where the pay 
( ) A job where there is 

is vflry good. coosiderable opportunity to be 

2 3 4 5 creative and innovative. 

Job A JobB 
A job where you are < ) A job with many pleasant 
oftm required to pcopleto work with. 
make important 2 3 4 
decisions. 

Job A ) 
JobS 

Ajob in which < A job in which greater 

grC8ter opportunity is 2 3 4 S rcspoDsibility is givm to loyal 

giWII to those who do employeea who have the most 
Ibe best work. sc:niority. 

Job A > 
JobS 

A job in an orpniaation < Ajob in which you are not 

which is in financial 2 3 4 
anowed to bave any say 

trouble- and miglrt have whatever in how your work is 

to close down within the scheduled, or in the prooedure 
year. to be usod in carrying it out.. 

Job A > 
JobS 

A very routine job. < Ajob where your co-workcn 

2 3 4 S 
are not vflry frimdly. 

Job A ) 
JobB 

Ajob with a < A job which prevents you 

supervisor who is 2 J 4 5 from using a number of sleiUs 

aftm Vflry critical of Ibat you worked hard to 

you and your work in develop. 

&ant of other people. 
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7 iobA 
Ajobwitha 
supervisor who 
~youand 
treats you fairly. 

8 Job A 
Ajob where there is a 
real chance you could 
be laid off. 

9 iobA 
A job in whicb there is a 
real chance for you to 
develop new skills and 
advance in the 
organisation. 

10 iobA 
Ajob with little freedom 
and indqJendeoce to do 
your work in the way you 
think best 

11 Job A 
Ajob with very satisfYing 
team-work. 

12 ./obA 
A job wbich offers little or 
DO challenge. 

SECTION FOUR 

Biographical BackgroWId 

< 

< 

< 

< 

<: 

< 

J. Gender. (I) Male (2) Female 
2. Marital status: (I) Married (2) Single 

2 

2 

2 

2 

2 

2 

Job B 
:> A job which provides constant 

3 4 opportunities for you to learn 
new and interesting things. 

Job B 

:> A job with very little dlance to 

3 4 
do challenging worK. 

Job B 

:> A job which provides lots of 
vacation time and an excellent 

3 4 fringe benefit package. 

JobB 
:> A job where the working 

3 4 oonditions are poor. 

JobS 
) A job which allows you to use 

3 4 
your skills and abilities to the 
fullest extent. 

:> 
JobB 
Ajob which requires you to be 

3 4 5 completely isolated from co-
workers. 

3. Age: (I) WIder 20 (2) 20-WIder30 (3) 30- WIder 40 (4) 40- under 50 (5) 50-under 60 (6) 60 or 
over 

4. Employment status: (I) Full time (2) Part time (3) Hospitality student trainee (from Jul. to 
Dec.1998) (4) Hospitality student trainee (from Jan. to JWI.1998) 

5. Tenure: (1) WIder 3 Months (2) 3 Months to WIder 1 years (3) I year to under 2years (4) 2 years to 
under 3 years (5) 3years to under 5 years (6) 5 years to under 10 years (7) 10 years or over 

6. Have you had job rotation (including training) in your service to your company: (I) Yes (2) No 
7. Educational degree: (I) Primary school (2) JWIior high school (3) Senior high school (4) Two­

year college (5) University (6) Graduate school 
8. Monthly income (New Taiwanese Dollar): (I) WIder 1 6,000 (2) 16000 - under 20,000 (J) 20,000-

under 24,000 (4) 24,000 - WIder 28,000 (5) 28,000- WIder 32,000 (6) 32,000- under 36,000 (7) 
36,000 or over 

9. Name of your organisation: ____________ _ 
10. Department: ________ _ 
II. Jobtitle: ___________ _ 
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APPENDIX 3 
SCORING KEY FOR THE CONSTRUCTS IN 

TIDSSTUDY 



Commitment score 

Section one: (3re, 7re, 9re, lire, 12re, 
15re), then average the 15 items. 
* re: reversed scoring 

Perceived empowerment 

Section two: I to II; and Section three, 
C:7 

The following constructs are in section 
three 

Skill variety: Average the following 
items 

A:4 
B: 1, 5re 

Task identity: Average the following 
items 

A: 3 
B: 11, 3re 

Task significance: Average the 
following items 

A:5 
B: 8, 14re 

The support of autonomy: Average the 
following items 

A:2 
B: 13, 9re 

Feedback from job itself: Average the 
following items 

A:7 
B: 4, 12re 

Feedback from agenu: Average the 
following items 

A:6 
B: 10, 7re 

Dealing with othen: Average the 
following items 

A: 1 
B: 2, 6re 

General satisfaction: Average the 
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following items 

C: 3,13, 9re 
E: 2, 8re 

Internal work motivation: Average the 
following items 
C: 2,6, 10, 14re 

E: 1,9 

Growth satisfaction: Average the 
following items 

D: 3, 6, 10, 13 

Satisfaction with job security: Average 
the following items 

D: I, II 

Satisfaction with compensation (pay): 
Average the following items 

D: 2, 9 

Constructive peer relationships 
(Satisfaction with co-worken): 
Average the following items 

D: 4,7, 12 

Constructive Supervition (Satisfaction 
with supervition): Average the 
following items 

D: 5,8, 14 

Would like: Average the following items 

F: 2, 3, 6, 8, 10, 11 

Job choice: 

Averaging the twelve items as follows 1, 
5, 7, 10, 11, 12, 2re, 3re, 4re, 6re, 8re, 
9re in Part G in Section Three; then 
transforming the summary score from a 
5-point scale to a 7- point scale, use this 
formula: Y = I.5X - 0.5. 

Individual growth needs strength 

(would like + job choice) /2 

Intention to leave: 
C: 9 



APPENDIX 4 
CORRELATION MATRIX OF VARIABLES 



2 3 4 5 6 7 8 9 

Motivating job characteristics 
1 Variety 1.00 
2 Identity .31··· 1.00 
3 Significance .40··· .30··· 1.00 
4 Autonomy .33··· .46··· .19··· 1.00 
5 Feedback from thejob .30··· .41··· .27··· .29··· 1.00 
6 Dealing with others .26··· .23··· .30··· .19··· .18··· 1.00 
7 Feedback from others .15·· .43··· .21··· .25··· .27··· .18··· 1.00 
8 Overall job characteristics .65··· .71··· .64··· .61··· .61··· .53··· .56·" 1.00 

Constructive contextual conditions 
9 Job security .200··· .23··· .14·· .21··· .20··· .12·· .15·· .29··· 1.00 

10 Pay .17··· .18··· .13·· .19··· .09· .09· .16··· .24··· .60··· 
II Peer relationships .21··· .32··· .17··· .28··· .27··· .19··· .25··· .38··· .34··· 
12 Supervision .24··· .33··· .14·· .30··· .20··· .13·· 31··· .38··· 048··· 
13 Overall contextual factors .26··· .33··· .19··· .31··· .24··· .17··· .28··· AI··· .82··· 

Feelings of empowerment 
14 Controt .24··· .28··· .13·· .30··· .21··· .03 .07 .29··· .14·· 
15 Efficacy" .07 .12·· .10· .01 .25··· .14·· -.07 .14·· .07 
16 Meaningfulness- .34··· .28··· .32··· .32··· .17··· .21··· .27··· .45··· .26··· 
17 Overall perceived empowerment .38··· .40··· .31··· .39··· .36··· .20··· .15" .51··· .27··· 

Organisational commitment 
18 Value congruenceb .18··· .26··· .10· .30·· .16··· .001 .23··· .28··· 048··· 
19 Affective commitmentb .17··· .17··· .14·· .13·· .13·· .204··· .11· .24··· .16·· 
20 LoyaltY' .11· .17··· .15·· .16··· .18··· .14·· .12·· .24··· .08 
21 Overall organisational commitment .27··· .36··· .21··· .35··· .25··· .15·· .29··· .43··· .49··· 

Other empowerment outcomes 
22 Internal work motivation .06 .25··· .17··· .12·· .22··· .382··· .30··· .34··· .17··· 
23 General satisfaction .22··· .37··· .19··· .35··· .22··· .13·· .27··· .40··· .45··· 
24 Growth satisfaction .43··· .43··· .25··· AS··· .32··· .22··· .35··· .56··· .53··· 
25 Growth needs strength .20··· .14·· .15·· .09· .19··· .22··· .09· .25··· .06 
26 Intention to leave -.17··· -.29··· -.19··· -.26··· -.16··· -.13·· -.23··· -.33··· -.32 
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Motivating job characteristics 
I Variety 
2 Identity 
3 Significance 
4 Autonomy 
5 Feedback from the job 
6 Dealing with others 
7 Feedback from others 
8 Overall job characteristics 

Constructive contextual conditions 
9 Job security 

10 Pay 
II Peer relationships 
I2 Supervision 
13 Overall contextual factors 

Feelings of empowerment 
14 Control 
IS Efficacy 
16 Meaningfulness 
17 Overall perceived empowerment 

Organisational commitment 
18 Value congruence 
19 Affective commitment 
20 Loyalty 
21 Overall organisatiooal commitment 

Other empowerment outcomes 
22 Internal work motivatioo 
23 General satisfilction 
24 Growth satisfaction 
25 Growth needs strength 
26 Intention to leave 

10 

1.00 
.25··· 
.48··· 
.80··· 

.16··· 
-.07 
.30··· 
.22··· 

.51··· 

.20··· 
-.02 
.49··· 

.Il· 

.46··· 

.48··· 

.06 
-.36··· 

II 12 

1.00 
.49··· 1.00 
.60··· .80··· 

.16" .17··· 

.10· -.07 

.38··· .44··· 

.35··· .30··· 

.27··· .45··· 

.23··· .21··· 

.14·· .12" 

.38··· .50··· 

.41··· .23··· 

.41··· .53··· 

.57··· .61··· 

.19··· -.001 
-.23··· -.47··· 

13 14 15 16 17 18 

1.00 

.20··· 1.00 
-.004 .000 1.00 
.44·· .000 .000 1.00 
.36··· .69··· .50··· .50"· 1.00 

.57··· .14·· -.02 .43··· .30··· 1.00 

.25··· .24··· .22·· .33··· .45··· .000 

.09· .06 .17··· .24··· .25··· .000 

.61··· .27··· .14·· .59··· .56··· .75··· 

.27··· -.02 .17··· .33··· .24·" -.002 

.60··· .17··· .08 .51··· .42··· .55··· 

.70··· .25··· .05 .53"· .47·· .45··· 

.09 .12·· .30··· .10· .29··· -.05 

-.46··· -.07 -.05 -.45··· -.31··· -.44··· 
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Motivating job characteristics 
I Variety 
2 Identity 
3 Significance 
4 Autonomy 
5 Feedback from the job 
6 Dealing with others 
7 Feedback from others 
8 Overall job characteristics 

Constructive contextual conditions 
9 Job security 

10 Pay 
II Peer relationships 
12 Supervision 
13 Overall contextual factors 

Feelings of empowerment 
14 Control 
15 Efficacy 
16 Meaningfulness 
17 Overall perceived empowerment 

Organisational commitment 
IS Value congruence 
19 Affective commitment 1.00 

19 

20 Loyalty .000 1.00 

20 

21 Overall organisational commitment .54··· .34··· 1.00 
Other empowerment outcomes 

21 

22 Internal work motivation .27··· .20··· .20··· 1.00 

22 

23 General satisfaction .33··· .IS·" .67··· .21··· 1.00 

23 

24 Growth satisfaction .25··· .IS··· .54··· .29··· .57··· 1.00 

24 

25 Growth needs strength .17··· .21··· .12·· .31··· .02 .IS··· 1.00 

25 

26 Intention to leave -.27··· -.25··· -.58··· -.08 -.74··· -.38··· -.007 1.00 
"Factor scores (priIlCipaf cOmponent method and variJDaXro..uion). Dfactor scores (principal component method and varimax rotation). 
Significance level (2-tailed): .p < .05; •• p < .01; ••• p < .001. 
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