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INTRODUCTION
There is no doubt that things could go wrong 
even for a service company that is rated the best 
among the best.  One cannot control the weather 
that makes the flight late, an accident that makes 
the package arrived broken, or an ill staff that 
makes her/him inattentive.  The occasional 
service failures are in fact unavoidable, when 
taking into account the inseparability of a service, 
referring to the simultaneous production and 
consumption of services.  This also means that 
both the employee and the customer are present 
to experience the service.  Although all the 
problems cannot be prevented from happening, 
unsatisfied customers can be avoided.  In other 

words, when service failures do occur and 
customers are dissatisfied, that is then something 
that can be prevented.  Effective service recovery 
may serve as a remedy. The literature on 
service recovery seems to have been initiated 
by Hart et al. (1990) in their article entitled, 
“The profitable art of service recovery”.  The 
authors are adamant that recovery is essential 
to service excellence.  Unless an organization is 
committed in solving customer’s complaints and 
problems, it would then face the consequences 
which can be destructive. For example, the 
unsatisfied customers might “defect”, a term 
that is used to describe customers who shift 
their loyalty to a competing firm (Lovelock, 
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2005).  A study by Bitner et al. (1990) revealed 
that 42.9% of dissatisfactory encounters were 
related to employees’ inability or unwillingness 
in responding to service failure situations.  The 
high percentage of dissatisfaction indicates that 
the cause is not solely due to the initial failure 
of delivering the core service, but rather the 
employees’ responses to the failure.  In other 
words, the customers are more dissatisfied by the 
employees’ lack of service recovery performance 
than the service failure itself.  This is supported 
in the work of Keaveney (1995), where service 
switching incidents of customers were found 
to have been partly caused by unsatisfactory 
employee responses to service failures.  It was 
reported that the customers switched not because 
of the initial service failure, but due to the 
service employees’ failure to handle the situation 
appropriately.  Hence, as customers’ evaluations 
of service encounters are often influenced by 
their interpersonal interactions with employees, 
it is important for service organizations to find 
ways to effectively manage their employees, 
especially the front liners to ensure that their 
attitude and behaviour are conducive in 
delivering quality service (Hartline & Ferrell, 
1999).  Parts of the suggestions discussed by 
Hart et al. (1990) were to act fast, to empower 
the frontline employees, and to provide them 

with appropriate training.  Therefore, research 
conducted to discover antecedents which 
would have an impact on frontline employees’ 
behavioural and psychological outcomes would 
be useful.  The subsequent sections in this paper 
are structured as follows; the paper will first 
discuss the research framework, followed by 
the hypothesized relationships with regard to the 
relevant literature.  This is then continued with 
explanations on the methodology employed.  
Findings and discussions are given prior to the 
conclusion.  Limitations and future research 
directions will also be discussed.

LITERATURE REVIEW
Despite the pivotal role of frontline employees 
in delivering quality service to customers, a 
careful review of the literature pertaining to the 
hotel industry discovers a number of problems 
faced by the employees.  For instance, frontline 
hotel employees face problems in relation to 
inadequate pay, low job security, inadequate 
training and development opportunities, as well 
as excessive turnover (Cheng & Brown, 1998; 
Deery & Shaw, 1999; Pizam & Thornburg, 2000; 
Karatepe & Uludag, 2007).  These problems 
can have major impacts on an organization, and 
these can be in terms of direct costs or indirect 

Fig. 1: The research model
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costs.  For example, lower job satisfaction, lower 
service quality, customer dissatisfaction, higher 
turnover, and increased costs of recruitment and 
selection.  Consequently, action needs to be taken 
to make improvements.  In a work environment 
where frontline employees are expected to deal 
with a wide variety of customer requests and 
complaints (Boshoff & Allen, 2000), empowered 
and well-trained frontline employees are seen 
as more likely to resolve customers’ complaints 
effectively, increase their job satisfaction, and 
reduce their intentions to leave an organization.

As shown in Fig. 1 above, the research 
framework for this study illustrates eleven 
hypotheses which are set to be tested.  The pointed 
arrows reflect the constructed hypotheses.  Three 
organizational characteristics were identified 
to be simultaneously tested and to find out 
their effects on employees’ psychological and 
behavioural outcomes.  Employees’ behavioural 
outcome consists of their service recovery 
performance, whereas employees’ psychological 
outcomes consist of job satisfaction and turnover 
intentions.  The theory underpinning this study 
was derived from several studies following 
Hart et al.’s (1990) suggestion that organization 
should be committed in solving customers’ 
complaints and problems by providing service 
training and empowering its employees.  Lee 
et al. (2006), in their work, did look at the 
constructs of empowerment, service training, 
and service reward, but on a different aspect, i.e. 
how the variables contribute to the evaluation 
of organizational commitment through the 
medium of job satisfaction.  On the other 
hand, Karatepe & Sokmen (2006) only focus 
on the effects of work role and family role 
variables on employees’ behavioural and 
psychological outcomes.  Therefore, the current 
study fills in the gaps by going a step further to 
simultaneously testing the contribution of the 
three organizational characteristics on the said 
outcomes.

Empowerment and Service Recovery 
Performance
In an experimental study by Boshoff & Leong 
(1998), it was found that more than 80 percent 

of the respondents preferred fully empowered 
frontline employee to handle their complaints and 
solve their problems.  This high percentage could 
be due to the fact that empowered employees 
would be able to attend and solve their problems 
immediately.  The non-empowered employees, 
on the other hand, would have to refer to their 
managers for directions and permissions before 
taking any actions on customers’ complaints.  
In this scenario, time has been wasted through 
the long chain of communication from the 
employees to the managers, and then back to 
the customers.  Most customers will not feel at 
ease while waiting for the frontline staff to refer 
to other representatives or management staff 
before making a decision, and/or in solving the 
problem.

In the services and hospitality industry 
especially, frontline employees need to 
promptly respond to the individual needs of 
the increasingly demanding customers in an 
increasingly unpredictable service situation 
(Hartline & Ferrell, 1999).  Such a situation 
typically occurs in the upscale sector of the 
hotel industry where customers expect the best.  
In other words, there is a need for high service 
quality, and thus, requiring employees to be 
empowered.  When filing complaints, guests 
would expect the frontline staff to rectify the 
problems for them.  Speedy recovery is indeed 
crucial when things go wrong.

There are several benefits of empowerment 
highlighted in the literature. Some of them 
include empowered employees being more 
customer-focused (Chow et al., 2006), as well as 
them being able to provide quick and appropriate 
responses to disgruntled customers (Boshoff 
& Allen, 2000).  Another issue to be noted is 
that empowerment has been found to be a key 
to managerial and organizational effectiveness 
(Conger & Kanungo, 1988).  They suggest 
that managers should be willing to delegate 
authority to their employees.  Managers should 
also be aware that the frontline employees 
may have a better understanding of how the 
service encounter can be improved.  After all, 
they are the ones going through the day to day, 
often routine activities involving customers.  
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In addition, the setting in the hotel industry 
makes the frontline employees more likely 
to be the ones to whom the guests forward 
their complaints to.  Attending immediately 
to guests’ complaints is possible if employee 
empowerment is exercised.

Substantial empirical studies have reported 
a strong relationship between empowerment 
of frontline employees and service recovery 
performance (Babakus et al., 2003; Yavas et al., 
2003; Ashill et al., 2005).  Empirical evidence by 
Chow et al. (2006) using service employees as 
the sample also lends support that empowerment 
significantly improves performance of frontline 
employees.  The discussion above implies that 
frontline employees must be empowered to do 
what they perceive as right or fair given the 
situation and customer in question (Andreassen, 
2000).  Thus, the following hypothesis was 
formulated:

Hypothesis 1: Empowerment is positively 
associated with frontline employees’ 
service recovery performance.

Empowerment, Job Satisfaction, and Turnover 
Intentions
There is substantial evidence that empowerment 
has a significant influence on job satisfaction 
(Spreitzer et al., 1997; Eylon & Bamberger, 
2000).  Empowered employees would have more 
autonomy and control over their work.  When 
employees believe that they are empowered, 
they may find that their jobs are more interesting 
and enjoyable.  These employees would feel 
more motivated and valued by the organization; 
hence, they report higher levels of involvement 
and positive job perceptions (Pickard, 1993; 
Hayes, 1994).

Empowerment increases employees’ self-
esteem and loyalty towards the organization 
because it allows them to make on-the-spot 
decisions (Iris, 1991), and causes high levels 
of job satisfaction (Lee et al., 1999; Maister, 
2001).  Employees who are empowered have 
higher levels of job satisfaction and lower levels 

of job-related strains (Spreitzer et al., 1997).  
Similarly, Kirkman & Rosen (1999) also found 
that empowered frontline employees have higher 
levels of job satisfaction.  A similar conclusion 
has also been made by Lee (2001).  It is often 
the case that when one is satisfied with the 
current condition of one’s job, he or she may 
have lower intentions to leave the organization.  
Accordingly, the following hypotheses were 
proposed:

Hypothesis 2 :  Empowerment is 
positively associated with frontline 
employees’ job satisfaction.

Hypothesis 3 :  Empowerment is 
negatively associated with frontline 
employees’ turnover intentions.

Training and Service Recovery Performance
Customers evaluate service recovery in terms 
of the outcomes they receive and the nature 
of the interpersonal treatment they receive 
during the recovery process (Smith et al., 
1999; McCollough et al., 2000).  Consequently, 
frontline employees need to have the interpersonal 
skills needed to perform the service recovery 
well.  When customers have spared their time 
and put efforts to complain, they usually have 
high expectations.  They would expect to be 
heard, to be compensated, and to be treated 
in a professional and nice manner.  However, 
research done by Bitner et al. (1990) revealed 
that almost 50 percent of unsatisfactory service 
encounters are the result of the employees’ 
inability to respond to service failures.  The 
inability to respond appropriately to the failures 
may be due to lack of skills.  Employees who 
lack interpersonal or behavioural skills in dealing 
with complaining customers would need suitable 
training.

Magnini & Ford (2004) claimed that service 
recovery training has been shown to be effective 
towards employees’ service performance and it is 
one of the strategic necessities for guest retention 
and hotel profitability.  Research suggests that 
training of frontline employees both in job-
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related and behavioural skills to improve their 
capability to deal with customer needs is critical 
for delivering superior service quality (Hart et 
al., 1990; Bettencourt & Gwinner, 1996).  In 
other studies, it is reported that employees who 
lack the necessary job and interpersonal skills 
fail in providing a high level of service when 
dealing with customers’ complaints (Lewis & 
Gabrielson, 1998; Yavas, 1998; Boshoff & Allen, 
2000; Yavas et al., 2003; Ashill et al., 2005).

Many hoteliers now utilize service recovery 
training programmes (Brown, 2000), since 
it is crucial for the frontline staff to be fully 
equipped with essential skills and information 
to effectively deal with hotel guests.  Nowadays, 
guests are more sophisticated and demand high 
service quality from the service provider.  In 
fact, guests are more ready in voicing out their 
frustrations or dissatisfactions of the services 
they have received (Ashill et al., 2005).  Guests 
could simply defect to other competing provider 
if the frontline hotel staff is not able to handle 
their complaints in an effective and acceptable 
manner.  From the discussion above, the 
following hypothesis was put forward:

Hypothesis 4: Training is positively 
associated with frontline employees’ 
service recovery performance.

Training, Job Satisfaction and Turnover 
Intentions
Human relation skills are one of the essential 
skills needed by frontline employees (Benoy, 
1996; Johnson, 1996).  Training plays a pivotal 
role in gaining these skills.  Service providers 
who acquire more training opportunities 
are more likely to show higher levels of job 
satisfaction (Lee et al., 1999).  Harel & Tzafrir 
(1999) postulated that training not only improves 
skills and abilities crucial to employees’ roles, 
job tasks and development, but it also increases 
employees’ satisfaction with their jobs and 
workplace.  Furthermore, it has been found that 
training affects organizational commitment, 
participant knowledge, and self-esteem 
(McEvoy, 1997).  It is therefore reasonable to 

expect that employees having sufficient training 
in their scope of work will be more committed to 
the organization, having attained a more positive 
attitude, and hence, removing any feelings or 
intentions of leaving the organization.  In view of 
the above discussion, the following hypotheses 
were proposed:

Hypothesis 5: Training is positively 
associated with frontline employees’ 
job satisfaction.

Hypothesis 6: Training is negatively 
associated with frontline employees’ 
turnover intentions.

Reward and Service Recovery Performance
To instil service excellence, employees must get 
the message that providing quality service holds 
the key for them being rewarded (Lovelock et al., 
2005).  Effective service recovery performance 
often goes unnoticed when employee rewards are 
being considered.  Considerations for rewards 
are given mainly based on the years of service 
and the overall achievement assessment.  Thus, 
to appreciate and motivate the employees, it 
is only fair to also reward them for handling 
customer complaints (Bowen & Johnston, 
1999; Yavas et al., 2003) for the sake of the 
organization’s continuous success.  In other 
words, by having an appropriate reward policy 
that covers all aspects of employees’ work, it 
could be ensured that they would be motivated 
to deal with complaining customers, while 
delivering high quality services at the same time.

The empirical findings by Boshoff & Allen 
(2000) showed that rewarding frontline staff for 
service excellence exerted a positive influence on 
their service recovery performance.  However, 
it is generally known that frontline employees 
are overworked but underpaid (Karatepe & 
Sokmen, 2006).  This is particularly strange 
considering the fact that employees do play a 
part in generating profits for an organization, 
that is, by delivering quality services to satisfy 
its customers.  Consequently, they will create 
more businesses with the satisfied customers and 
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reduce the number of customers they may lose.  
It should be reminded that an organization’s 
reward structure must not only focus on reducing 
customers’ complaints but also emphasize on 
giving employees positive reinforcement for 
handling complaints and problems, as well as 
for pleasing the customers (Hart et al., 1990).  If 
the hotel management does not reward service 
recovery efforts, frontline hotel staff will not 
spend much effort in dealing with their guests’ 
complaints or any service failures that occurs.  In 
view of this, the next hypothesis was considered:

Hypothesis 7: Reward is positively 
associated with frontline employees’ 
service recovery performance.

Reward, Job Satisfaction and Turnover 
Intentions
Rewarding and recogniz ing excel lent 
services highly influence service providers’ 
job satisfaction (Johnson, 1996).  Similarly, 
employees who are rewarded for performing 
excellent jobs are more likely to possess high 
levels of job satisfaction (MacKenzie et al., 
1998; Lee et al., 1999).  It is the nature of almost 
all employees in any workplace to expect some 
kind of rewards for the good job they have 
done.  When performing a good job is rewarded 
appropriately, only then will an employee feel 
satisfied and have the motivation to continue 
with the high level performance.  Then, this also 
mean that rewards associated with excellence 
increases employees’ productivity and reduces 
absenteeism (Kaufman, 1992).  In the same vein, 
Gomez-Mejia & Wellbourne (1988) stated that 
an advanced reward system could be a potential 
source of retaining excellent employees.  This 
may suggest rewards to be based not only on a 
fixed aspect of performance indicators, but also 
to look at other work aspects as well.

In addition, Hausknecht et al. (2009) in their 
recent study revealed that job satisfaction and 
extrinsic rewards were among two of the most 
frequently mentioned reasons for employees 
to stay in an organization.  This gives insights 
to the management that it is important to focus 

on these features in order to retain their valued 
employees.  Based on the above discussions, the 
following hypotheses were postulated:

Hypothesis 8: Reward is positively 
associated with frontline employees’ 
job satisfaction.

Hypothesis 9: Reward is negatively 
associated with frontline employees’ 
turnover intentions.

Service Recovery Performance and Job 
Satisfaction
The relationship between job performance and 
job satisfaction has been frequently researched 
in several disciplines, be it in marketing, 
management, or psychology.  Brown & Peterson 
(1993) have proposed a positive relationship 
between performance and job satisfaction in 
their meta-analytic study.  Babin & Boles (1998) 
similarly found that food servers performing 
effectively in the workplace reported higher 
satisfaction with their jobs.  It is also reported 
that job performance has a significant positive 
impact on employees’ job satisfaction as in the 
work of Babakus et al. (1999).  In the same 
vein, sales people’s job satisfaction also resulted 
from high levels of performance, as was evident 
in the study of Netemeyer et al. (2004).  The 
effect of job performance on job satisfaction 
was positively significant in the recent study of 
Karatepe et al. (2007).  In addition, Karatepe & 
Sokmen (2006) also found the two constructs to 
be positively correlated.

Likewise, it is important to note that recent 
empirical studies also specifically indicate 
that effective service recovery performance 
has a significant positive association with job 
satisfaction.  For example, Boshoff & Allen 
(2000) as well as Yavas et al. (2003) found 
that effective service recovery performance 
by frontline employees in the banking sector 
exerted a significant positive effect on their 
job satisfaction.  Findings of some previous 
research strongly show that high performing 
employees report high levels of job satisfaction 
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and this could be the same in the case of frontline 
hotel employees.  In line with all the previous 
and recent empirical findings, the following 
hypothesis was proposed:

Hypothesis 10: Frontline employees’ 
effective service recovery performance 
is positively associated with their job 
satisfaction.

Job Satisfaction and Turnover Intentions
High turnover rate is an important issue in the 
tourism and hospitality industry (Lam et al., 
2002), deserving the attention to be researched 
further.  Low job satisfaction may be a possible 
factor which leads to intentions to resign and 
consequently to high turnover among employees.  
There are substantial empirical studies to 
support the relationship between job satisfaction 
and turnover intentions.  For example, Tett 
& Meyer (1993) found that job satisfaction 
had a significant negative relationship with 
turnover intentions in their meta-analytic study.  
Furthermore, Moncrief et al. (1997) reported 
that salesperson’s job satisfaction was negatively 
related to their tendency to leave.

In addition, Babin & Boles (1998) found 
evidence in the restaurant industry that low 
levels of job satisfaction among frontline 
employees’ resulted in their intention to leave the 
organization they work for.  Similarly, Babakus 
et al. (1999) showed that lower levels of job 
satisfaction among salesperson would increase 
their intentions to leave the sales force.  Karatepe 
et al. (2007) also found the relationship between 
job satisfaction and employee’s turnover 
intentions both significant and negative.  Since 
turnover intentions are immediate precursors of 
actual turnover, which is a critical problem in the 
hotel industry, it therefore is crucial to further 
understand whether there is indeed a strong effect 
of job satisfaction on employees’ intentions to 
leave the hotel organization.  Therefore, the 
following hypothesis was formulated:

Hypothesis 11: Frontline employees’ 
job satisfaction is negatively associated 
with their turnover intentions.

METHODOLOGY
A questionnaire survey was employed to 
solicit responses on the frontline employees’ 
perceptions toward their hotel’s empowerment 
practices, training, and reward system.  The 
ways the hotels conduct such practices were 
posed to have effects on their service recovery 
performance, job satisfaction and turnover 
intentions.  A 7-point scoring format ranging from 
“strongly disagree” to “strongly agree” was used 
to measure all the constructs.  Empowerment was 
operationalised using four items from Yavas et 
al. (2003) and three from Spreitzer (1995).  An 
example is, “I have freedom in determining how 
to solve guest problems”.  Training consists 
of five items, while rewards with seven items, 
both adapted from Ashill et al. (2005).  “Staff in 
this hotel receives ongoing training to provide 
good service” is an example of one of the five 
items under training, while “I am rewarded for 
satisfying complaining guests” is one of the 
items measuring the reward construct.  Service 
recovery performance and job satisfaction 
was operationalised using five and four items, 
respectively, from Boshoff & Allen (2000).  An 
example of the item measuring service recovery 
performance is, “No guest I deal with leaves with 
problems unresolved”, while example of an item 
measuring job satisfaction is, “I am satisfied 
with my working conditions”.  Finally, for the 
construct of turnover intentions, four items were 
drawn from Karatepe & Sokmen’s (2006) study, 
whereby one of the items is “I often think about 
resigning”.  All of the adapted questionnaire 
items achieved the Cronbach’s alpha value of 
0.70 and above in their respective studies.  The 
survey instrument was first tested with a pilot 
sample of 66 frontline hotel employees before 
the actual survey was administered.  Minor 
changes were made to the instrument as a result 
of this pilot test.
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Stage sampling (Cohen et al., 2000) was 
adopted by firstly selecting only 3-, 4- and 
5-star hotels located in Klang Valley from 
the list of hotels provided by Malaysia’s 
Accommodation Directory.  The star rating 
symbolizes a universally accepted standard of 
high service quality in Malaysia.  Then, from 
the 15 hotels agreeing to participate in the 
study, the next stage was collecting data from 
selected customer contact employees as the 
sampling frame, namely the front office, food 
and beverage, housekeeping, spa, gymnasium 
and public areas.  Frontline employees in 
those departments have boundary-spanning 
roles, and spent most of their times dealing 
directly with guest’s requests and complaints.  
Furthermore, within those departments, the 
hotel representatives in charge of distributing 
the survey were asked to randomly select the 
required number of respondents.  This sampling 
technique ensures that the sample or respondents 
are indeed the right individual to provide the 
relevant data needed.

A total of 258 out of 502 questionnaires 
distributed to participating hotels were returned, 
representing 51.4 percent of the response rate.  
However, due to incomplete answers, 2 sets of 
the questionnaires were removed, providing 
a final sample of 256 usable questionnaires.  
The response rate was considered quite high, 
considering the difficulty of getting hotels and 
their employees to participate in such studies.  
Data from the final number of responses were 
subjected to correlation analysis using the 
Spearman Product-moment Correlation statistic.  
This statistical analysis is considered as the 
best as it is aligned with the study’s objective, 
i.e. to test whether or not the hypotheses are 
accepted.  Nonetheless, the study did not 
consider multiple regression as it did not intend 
to make predictions or test the significance of 
the research model as a whole.

The demographic characteristics of the 
samples indicated that 134 respondents were 
males (52.3 percent) and 121 were females 
(47.3 percent).  As for the departments, front 
office was 50 (19.5 percent), food and beverage 
74 (28.9 percent), while housekeeping was 

72 (28.1 percent).  The employees from other 
departments, such as spa, gymnasium and 
public areas, accounted for more than half of the 
respondents (23.1 percent).  When asked about 
the respondents’ past experiences in the hotel 
industry, 142 (55.5 percent) stated they had had 
experiences working in a hotel environment, 
while 112 (43.8 percent) indicated no relevant 
experiences in the field.  Table 1 demonstrates 
the characteristics of the respondents.

TABLE 1 
Demographic profile of hotel employees 

(N=256)

Profile Frequency Percent
Gender

Male 134 52.3
Female 122 47.7
Total 256 100

Age
<20 7 2.7
20-24 71 27.7
25-34 109 42.6
35-44 44 17.2
>45 25 9.8
Total 256 100

Ethnic group
Malay 180 70.3
Chinese 31 12.1
Indian 34 13.3
Others 11 4.3
Total 256 100

Department
Front office 50 19.5
Food and 
beverage

74 28.9

Housekeeping 72 28.1
Others 59 23.1
Missing 1 0.4
Total 256 100

Experience
Yes 142 55.5
No 112 43.8
Missing 2 0.8
Total 256 100
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RESULTS AND DISCUSSIONS

Reliability Assessment
The reliability test was used to purify the 
measurement scale for each construct.  All the six 
variables achieved the co-efficient alphas above 
0.7, which concurred with Nunnally’s (1978) 
minimum suggested level, as shown in Table 2.  
As such, no items were deleted.

TABLE 2 
Alpha coefficient of reliability on variables

Variables Number 
of items

Cronbach’s 
Alpha

Service recovery 
performance

5 0.798

Reward 7 0.900
Training 5 0.913
Empowerment 7 0.849
Job satisfaction 4 0.857
Turnover intentions 4 0.887

Correlation Results
Spearman product-moment correlation was 
employed to test all the hypotheses in this study 
and to determine the organizational variable 
which is significantly associated with the 
outcomes of the study.  Correlation is often used 
to explore the relationship among a group of 
variables (Pallant, 2005), which is the case in this 
study.  In light of the correlation results, ten out 
of eleven hypotheses are accepted.  The results 

indicate that the formulated hypotheses are 
significant and hold good.  In particular, H1 to 
H3 addressed the relationships expected between 
empowerment and frontline employees’ service 
recovery performance, job satisfaction, and 
turnover intentions, respectively.  Meanwhile, 
the results from the correlation analysis portray 
a significant positive relationship for all three 
hypotheses.  H4 to H6 speculated the association 
between training and the three outcomes.  The 
correlation results in Table 3 demonstrate that 
training has a significant positive influence on 
service recovery performance as well as on 
both of the psychological outcomes, and thus 
supporting H4, H5, and H6.

H7 to H9 were dedicated to test the 
impact of reward on the frontline employees’ 
psychological and behavioural outcomes.  
Nonetheless, there is no empirical support for the 
link between reward and turnover intentions, and 
therefore, H9 is rejected.  The empirical evidence 
was found to support H7 and H8 in light of the 
significant and positive results between reward 
and service recovery performance, as well 
as reward and job satisfaction.  Furthermore, 
it was hypothesized that service recovery 
performance would positively be associated with 
job satisfaction.  The correlation results produce 
positive and significant findings which provide 
support for H10.  Finally, H11 suggested that 
job satisfaction would have a negative impact 
on turnover intentions.  H11 was also accepted 
in light of the negative and significant result, as 
shown in Table 3 below.

TABLE 3 
Results of correlation

Construct 1 2 3 4 5 6

TotalSRP 1
TotalReward .203** 1
TotalTraining .252** .466** 1
TotalEmpower .515** .240** .177** 1
TotalJSat .286** .596** .346** .254** 1

TotalTurnover -.043 -.106 -.150* .142* -.200** 1

**. Correlation is significant at 0.01 level (2-tailed).
*. Correlation is significant at 0.05 level (2-tailed).



Nik Rozana Nik Mohd Masdek, Yuhanis Abdul Aziz and Khairil Wahidin Awang

378 Pertanika J. Soc. Sci. & Hum. Vol. 19 (2) 2011

To further assist in an easier understanding 
and interpretation of the findings, Table 4 
presents a summary of the results based on 
the hypotheses testing, which include Cohen’s 
(1988) suggestion in determining the strength 
of relationship, whereby .10 to .29 is considered 
weak, .30 to .49 is considered moderate, and .50 
to 1.00 is considered strong.

Discussions
This paper aims to contribute empirically to 
the current understanding of organizational 
characteristics and their relation with employees’ 
behavioural and psychological outcomes.  
There are many variables which are related to 
service recovery performance, job satisfaction, 
and turnover intentions.  However, the present 
study only focused on investigating the effects 

TABLE 4 
Summary of hypotheses testing

Hypotheses
Coefficient 
value  
R

p-value Supported/
Not supported

Strength of 
relationship

H1: Empowerment is positively associated 
with frontline employees’ service recovery 
performance.

.515 0.01 Supported Strong

H2: Empowerment is positively associated 
with frontline employees’ job satisfaction.

.254 0.01 Supported Weak

H3: Empowerment is negatively associated 
with frontline employees’ turnover 
intentions.

.142 0.024 Supported Weak

H4: Training is positively associated with 
frontline employees’ service recovery 
performance.

.252 0.01 Supported Weak

H5: Training is positively associated with 
frontline employees’ job satisfaction.

.346 0.01 Supported Moderate

H6: Training is negatively associated with 
frontline employees’ turnover intentions.

-.150 0.017 Supported Weak

H7: Reward is positively associated with 
frontline employees’ service recovery 
performance.

.203 0.01 Supported Weak

H8: Reward is positively associated with 
frontline employees’ job satisfaction.

.596 0.01 Supported Strong

H9: Reward is negatively associated with 
frontline employees’ turnover intentions.

-.106 0.092 Not supported _

H10: Frontline employees’ effective 
service recovery performance is positively 
associated with their job satisfaction.

.286 0.01 Supported Weak

H11: Frontline employees’ job satisfaction 
is negatively associated with their turnover 
intentions.

-.200 0.01 Supported Weak
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of empowerment, training, and reward on 
employees’ behavioural (service recovery 
performance) and psychological (job satisfaction 
and turnover intentions) outcomes using a 
sample of frontline employees in three-, four-, 
and five-star hotels in Klang Valley, Malaysia.  
The results presented have implications for 
service managers.  These centres need to 
understand how empowerment, training and 
reward can have an impact on employees’ service 
recovery performance, job satisfaction, and 
turnover intentions.

Clearly, focus should be given to the impact 
that empowering frontline employees will 
have on their service recovery performance, 
as indicated by its strong relationship.  In fact, 
the current study’s result is in line with the 
previous findings (Chow et al., 2006; Babakus 
et al., 2003).  Hoteliers should be aware that 
empowerment has a stronger impact on service 
recovery performance compared to the other 
two variables.  Managerial actions should be 
taken in terms of its internal marketing efforts 
where empowerment is being emphasized in the 
workplace.  Employee empowerment should be 
exercised so employees can provide quick and 
equitable responses to customers without having 
to go through long decision-making processes 
through supervisors or managers.  Greater 
authority and flexibility given to employees 
in dealing with customers may enhance their 
service performance, particularly to their 
recovery efforts.  At times, service recovery 
efforts fail simply because employees are not 
empowered (Bowen & Lawler, 1992).  In 
addition, supportive work environments may 
be enhanced.  For example, supervisors and 
managers need to show their recognition for the 
employees’ extra effort in solving customers’ 
complaints.  It may often be the case that 
employees want to take the extra step needed 
to help customers and solve their problems, 
but they are actually afraid that actions taken 
without consulting their supervisors would cost 
them their jobs or gain disapproval from the 
management.

The strong and positive effects of reward on 
employees’ job satisfaction need to be addressed 
as well.  This result lends further support where 
it is in line with the previous findings by Lee 
et al. (1999).  Indeed, it is the nature of almost 
all employees in any workplace to expect 
some kind of reward for the job or work they 
do.  Once performing a job is followed with 
the expected and appropriate reward, only 
then will an employee feel satisfied and have 
the motivation to continue with the high level 
performance.  Hotel managers should take note 
on this association so as to take suitable measures 
pertaining to rewards and benefits provided to 
the frontline employees.  Reward may not only 
mean in monetary terms alone, such as salary 
increase or bonuses, but should also cover the 
non-monetary aspect as well.  For example, 
praise or recognition from the management, 
respect from colleagues, and trust by immediate 
supervisors may be seen as parts of the aspects 
of reward to boost frontline employee’s job 
satisfaction.

Besides the above recommendations, 
the hotel management should be committed 
towards providing appropriate training in 
handling customers’ problems or complaints.  
Service training constitutes a form of explicit 
communication with employees which have a 
direct impact on the service behaviours of those 
employees (Lings et al., 2008).  Employees 
may display poor service behaviour if they 
do not have the skills to deliver high quality 
services.  The study found substantial impact of 
training being associated with job satisfaction.  
It suggests that employees equipped with the 
needed skills will have higher job satisfaction.  
In fact, there is a link where training is also 
necessary for empowered employees to be 
effective (Babakus et al., 2003).  Among other 
things, it is important for service management 
to provide specific training for the employees 
to understand the service delivery systems of 
the organization, and manage the numerous 
interactions which customers experience 
during service encounter.  Trainings which are 
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especially designed on how to handle customer 
problems and complaints are also critical for 
the employees to provide an effective service 
recovery performance.  If frontline employees 
do not have the required training to perform a 
recovery after a service failure, the customers 
will then continue to be dissatisfied, and this may 
affect future relationships between customers 
and the organization.

As for the hypothesized relationship 
between reward and employees’ turnover 
intentions, the empirical finding did not generate 
a significant result.  The lack of significant 
negative correlation may be due to the country’s 
current situation.  In a period where Malaysia 
and the world is facing economic crisis and 
commodity prices are rising every year, coupled 
with the existence of high unemployment rate, 
many employees do not consider leaving their 
jobs regardless of the existence of rewards or not.  
It could be one of the reasons that contributed 
to the respondent’s answer for the items under 
turnover intentions.

CONCLUSION, LIMITATIONS, AND 
FUTURE RESEARCH DIRECTION

This paper has given its focus to selected 
organizational characteristics,  namely; 
empowerment, training, and reward.  These 
characteristics were hypothesized to have 
impact on employees’ service recovery 
performance, their job satisfaction, and 
their turnover intentions, as illustrated in the 
research model.  In other words, the association 
between organizational characteristics and its 
psychological and behavioural outcomes was 
looked into simultaneously.  This paper hopes 
to lay the groundwork for future research on 
service recovery performance in particular, as 
well as overall service performance in general.  
It is important to highlight that customers 
nowadays have rising expectations, less tolerant, 
greater sense of importance as well as growing 
affluence.  Thus, it is also hoped that this 
study will offer practical recommendations to 
managers on how to manage their customer-
contact employees in their dealings and service 

delivery to customers, which could be an 
important source of competitive advantage to 
the organization.

Just like other research, this paper is not 
without some limitations.  Investigations into 
the anticipated relationships in the research 
framework have only been done within 
Malaysian hotel service environment, and 
thus, may raise questions of generalizability 
towards the hotel industry of other countries 
or different tourism industries.  However, hotel 
organization is deemed to be suitable to test 
the model as the industry has become one of 
the most competitive industries among the 
service industries.  Moreover, due to the highly 
intangible, perishable, inseparable, and highly 
variable nature of the service provided by the 
hotel industry, it therefore demands special 
attention because of the difficulty in meeting 
customers’ needs and wants.  Furthermore, the 
research has considered the frontline employee’s 
perspective on the issues.  The findings may be 
more interesting if hotel manager’s perceived 
impacts of empowerment, training, and reward on 
their employees’ behavioural and psychological 
outcomes are also considered.  Finally, there is a 
need to explore other antecedents anticipated to 
be associated with customer-contact employees’ 
behavioural and psychological outcomes.  
Variables like self-efficacy, supervisor support, 
and organizational commitment may be included 
in the model in future research.

REFERENCES
Andreassen, T.W. (2000). Antecedents to satisfaction 

with service recovery. European Journal of 
Marketing, 34, 156-175.

Ashill, N.J., Carruthers, J., & Krisjanous, J. (2005). 
Antecedents and outcomes of service recovery 
performance in a public health-care environment. 
Journal of Services Marketing, 19, 293-308.

Babakus, E., Cravens, D. W., Johnston, M., & 
Moncrief, W. C. (1999). The role of emotional 
exhaustion in sales force attitude and behavior 
relationships. Journal of the Academy of 
Marketing Science, 27, 58-70.



Impact of Selected Organizational Characteristics on Psychological and Behavioural Outcomes

381Pertanika J. Soc. Sci. & Hum. Vol. 19 (2) 2011

Babakus, E., Yavas, U., Karatepe, O. M., & Avci, T. 
(2003). The effect of management commitment 
to service quality on employees’ affective and 
performance outcomes. Journal of the Academy 
of Marketing Science, 31, 272-286.

Babin, B. J., & Boles, J. S. (1998). Employee behavior 
in a service environment:A model and test of 
potential differences between men and women. 
Journal of Marketing, 62, 77–91.

Benoy, J. W. (1996). Internal marketing builds service 
quality. Journal of Health Care Marketing, 16, 
54-59.

Bettencourt, L.A., & Gwinner, K.P. (1996). 
Customization of the service experience: The 
role of the frontline employee. International 
Journal of Service Industry Management, 7, 
3-20.

Bitner, M. J., Bernard, H. B., & Mary, S. T. (1990). 
The service encounter: Diagnosing favorable 
and unfavorable incidents. Journal of Marketing, 
54, 71-84.

Boshoff, C., & Allen, J. (2000). The influence 
of selected antecedents on frontline staff ’s 
perceptions of service recovery performance. 
International Journal of Service Industry 
Management, 11, 63-90.

Boshoff, C. R., & Leong, J. (1998). Empowerment, 
attribution and apologising as dimensions 
of service recovery: An experimental study. 
International Journal of Service Industry 
Management,  9, 24-47.

Bowen, D. E., & Johnston, R. (1999). Internal 
service recovery: Developing a new construct. 
International Journal of Service Industry 
Management, 10, 118-131.

Bowen, D.E. ,  & Lawler,  E.E.  (1992).  The 
empowerment of service workers: What, why, 
how and when. Sloan Management Review, 
Spring, 31-39.

Brown, S., & Peterson, A. (1993). Antecedents and 
consequences of salesperson job satisfaction: 
Meta-analysis and assessment of causal effects. 
Journal of Marketing Research, 30, 63–77.

Brown, S.W. (2000). Practicing best-in-class service 
recovery. Marketing Management, 9, 8-9.

Cheng, A., & Brown, A. (1998). HRM strategies 
and labor turnover in the hotel industry: A 
comparative study of Australia and Singapore. 
The International Journal of Human Resource 
Management, 9, 136–154.

Chow, I. H., Lo, T. W., Sha, Z., & Hong, J. (2006). 
The impact of developmental experience, 
empowerment, and organizational support on 
catering service staff performance. International 
Journal of Hospitality Management, 25, 498-
475.

Conger, J. A., & Kanungo, R. N. (1988). The 
empowerment process: Integrating theory and 
practice. Academy of Management Review, 13, 
471–482.

Deery, M. A., & Shaw, R. N. (1999). An investigation 
of the relationship between employee turnover 
and organizational culture. Journal of Hospitality 
& Tourism Research, 23, 387–400.

Eylon, D., & Bamberger, P. (2000). Empowerment 
c o g n i t i o n s  a n d  e m p o w e r m e n t  a c t s : 
Recognizing the importance of gender. Group 
& Organizational Management, 25, 354-372.

Gomez-Mejia, L. R., & Wellbourne, V. M. (1988). 
Compensation strategy: An overview and future 
steps. Human Resource Planning, 11, 173-89.

Harel, G. H., & Tzafrir, S. S. (1999). The effect 
of human resource management practices on 
the perceptions of organizational and market 
performance of the firm. Human Resource 
Management, 38, 185-99.

Hart, C. W. L., Heskett, J. L., & Sasser, W. E. (1990). 
The profitable art of service recovery. Harvard 
Business Review, July/August, 148-156.

Hartline, D. M., & Ferrell, O.C. (1999). The 
management of customer-contact service 
employees: An empirical investigation. Journal 
of Marketing, 60, 52-70.

Hausknecht, J. P., Rodda, J., & Howard, M. J. (2009). 
Targeted employee retention: Performance-based 
and job-related differences in reported reasons 
for staying. Human Resource Management, 48, 
269-288.

Hayes, B. E. (1994). How to measure empowerment. 
Quality Progress, February, 41- 46. 



Nik Rozana Nik Mohd Masdek, Yuhanis Abdul Aziz and Khairil Wahidin Awang

382 Pertanika J. Soc. Sci. & Hum. Vol. 19 (2) 2011

Iris, M. J. (1991). Broadening the market orientation: 
An added focus on internal customers. Human 
Resource Management, 30, 455-467.

Johnson, J. W. (1996). Linking employee perceptions 
of service climate to customer satisfaction. 
Personnel Psychology, 49, 831-51.

Karatepe, O. M., & Sokmen, A. (2006). The effects 
of work role and family role variables on 
psychological and behavioral outcomes of 
frontline employees. Tourism Management, 27,  
255-268.

Karatepe, O. M., & Uludag, O. (2007). Conflict, 
exhaustion, and motivation: A study of frontline 
employees in Northern Cyprus hotels. Hospitality 
Management, 26, 645-665.

Karatepe, O. M., Arasli, H., & Khan, A. (2007). The 
impact of self-efficacy on job outcomes of hotel 
employees.  International Journal of Hospitality 
& Tourism Administration, 8, 23-46.

Kaufman, R. T. (1992). The effects of improshare 
on productivity. Industrial and Labor Relations 
Review, 45, 311-22.

Keaveney, S. M. (1995). Customer switching behavior 
in service industries: An exploratory study. 
Journal of Marketing, 59, 71-82.

Kirkman, B. L., & Rosen, B. (1999). Beyond self 
management: Antecedents and consequences of 
team empowerment. Academy of Management 
Journal, 42, 58-74.

Lam, T., Lo, A., & Chan, J. (2002). New employees’ 
turnover intentions and organizational 
commitment in the Hong Kong hotel industry. 
Journal of Hospitality & Tourism Research, 26, 
217–234.

Lee, Y. K. (2001). The impact of customers’ perceived 
prosocial behavior of customer-contact 
employees on the evaluation of service quality, 
customer satisfaction, and customer voluntary 
performance. Korean Marketing Review, 16, 
105-125.

Lee, Y. K., Nam, J. H., Park, D. H., & Lee, K. A. 
(2006). What factors influence customer-
oriented prosocial behavior of customer-contact 
employees? Journal of Services Marketing, 20, 
251-264.

Lee, Y. K., Park, D. H., & Yoo, D. (1999). The 
structural relationships between service 
orientation, mediators, and business performance 
in Korean hotel firms. Asia Pacific Journal of 
Tourism Research, 4, 59-70.

Lewis, B.,  & Gabrielsen, G. (1998). Intra-
organizational aspects of service quality 
management: The employees’ perspective. The 
Service Industries Journal, 18, 64-89.

Lings, I., Beatson, A., & Gudergan, S. (2008). The 
impact of implicit and explicit communications 
on frontline service delivery staff. The Service 
Industries Journal, 28, 1431-1443.

Lovelock, C., Wirtz, J., Keh, H. T., & Lu, X. (2005). 
Services marketing in Asia. Singapore: Prentice 
Hall.

MacKenzie, S. B., Podsakoff, P. M., & Ahearne, 
M. (1998). Some possible antecedents and 
consequences of in-role and extra-role 
salesperson performance. Journal of Marketing, 
62, 87-98.

Magnini, V. P., & Ford, J. B. (2004). Service failure 
recovery in China. International Journal of 
Contemporary Hospitality Management, 16, 
279-286.

Maister, D. H. (2001). What managers must do to 
create a high-achievement culture. The Cornell 
Hotel and Restaurant Administration Quarterly, 
42, 90-96.

McCollough, M. A., Berry, L. L., & Yadav, M. S. 
(2000). An empirical investigation of customer 
satisfaction after service failure and recovery. 
Journal of Services Research, 3, 121-37.

McEvoy, G. M. (1997). Organizational change 
& outdoor management education. Human 
Resource Management, 36, 235-50.

Moncrief, W. C., Babakus, E., Cravens, D. W., & 
Johnston, M. (1997). Examining the antecedents 
and consequences of salesperson job stress. 
European Journal of Marketing, 31, 786–798.

Netemeyer, R. G., Brashear-Alejandro, T., & Boles, J. 
S. (2004). A cross-national model of job-related 
outcomes of work role and family role variables: 
A retail sales context. Journal of the Academy of 
Marketing Science, 32, 49–60.



Impact of Selected Organizational Characteristics on Psychological and Behavioural Outcomes

383Pertanika J. Soc. Sci. & Hum. Vol. 19 (2) 2011

Pallant, J. (2005). SPSS survival manual (2nd ed.). New 
York: McGraw Hill Education.

Pickard, J. (1993). The real meaning of empowerment. 
Personnel Management, November, 28-33.

Pizam, A., & Thornburg, S. W. (2000). Absenteeism 
and voluntary turnover in Central Florida 
hotels: A pilot study. International Journal of 
Hospitality Management, 19, 211–217.

Smith, A. K., Bolton, R. N., & Wagner, J. (1999). 
A model of customer satisfaction with service 
encounters involving failure and recovery. 
Journal of Marketing Research, 36, 356-72.

Spreitzer, G. M. (1995). Psychological empowerment 
in the workplace: Dimensions, measurement, and 
validation. Academy of Management Journal, 
38, 1442-1465.

Spreitzer, G. M., Kizilos, M. A., & Nason, S. W. 
(1997). A dimensional analysis of the relationship 
between psychological empowerment and 
effectiveness, satisfaction, and strain. Journal 
of Management, 23, 679-704.

Tett, R. P., & Meyer, J. P. (1993). Job satisfaction, 
organizational commitment, turnover intention, 
and turnover: Path analyses based on meta-
analytic findings. Personnel Psychology, 46, 
259-293. 

Yavas, U. (1998). Service quality sentiments 
as correlates of behavioral intentions and 
satisfaction: A study of Turkish consumers. 
Journal of Customer Service in Marketing and 
Management, 4, 31-45.

Yavas, U., Karatepe, O. M., Avci, T., & Tekinkus, 
M. (2003). Antecedents and outcomes of 
service recovery performance: An empirical 
study of frontline employees in Turkish banks. 
International Journal of Bank Marketing, 20, 
255-265.



Nik Rozana Nik Mohd Masdek, Yuhanis Abdul Aziz and Khairil Wahidin Awang

384 Pertanika J. Soc. Sci. & Hum. Vol. 19 (2) 2011


