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CHAPTERl

EMPOWERMENT IN CONTEXT

1.1 Introduction

Since the 1980s the increasing importance   o f service quality   as a means   of
differentiation and the awareness of the vital role that human resources play in the
delivery of service quality has stimulated growing interest in employee empowerment.
Empowerment is generally seen in the management literature as the process of
delegating and decentralising decision-making power (Conger and Kanungo, 1988) to
lower level employees (Barner, 1994) or those at the "front line" (Carlzon, 1987).
This strong interest in empowerment is manifested in an abundance of literature
dedicated to the subject in the general management literature (e.g. Quinn and
Spreitzer, 1997; Argyris, 1998) and especially in the services management literature
(e.g. Bowen and Lawler, 1992) and the hospitality management literature (e.g.
Brymer, 1991; Lashley, 1997). In fact, in the hospitality management literature the
interest in the subject has been so strong, that extensive reference to empowerment is
made in almost every article or book dealing with the issues of service quality and
total quality management (e.g. Woods and King, 1996; Hope and Muhlemann, 1998)
and human resource management (e.g. Baum, 1995; Riley, 1996).

Although the contextual factors that have stimulated the emergence of empowerment
are nowadays still relevant, empowerment in hospitality remains a rather unexplored
concept. Reference to empowerment is in most cases anecdotal, while empirical
research is scarce and mostly confined to general interviews or case studies (e.g.
Ashness and Lashley, 1995). As a result, few attempts have been made to
operationalise the concept and to empirically test the validity of the numerous
presumptions made in "empowerment theory" regarding the implementation of the
concept in practice. Most crucially, the notion of empowerment itself is beset by
conceptual ambiguities and contradictions and this is mirrored in the lack of a
generally agreed definition of empowerment (Lashley, 1996a; Hales and Klidas,
1998). In addition, empowerment theory has barely addressed the implications of
applying empowerment in an international, cross-cultural context, despite the
international character of hospitality operations. Yet, past experience of hospitality
companies, such as Euro-Disney, has shown that failure to recognise the importance
of the local culture may have a negative impact on a company's operations in foreign
markets (Baum, 1995). "Cultural myopia" (Laurent, 1991) is gradually being replaced
by an awareness that there is no universality in management and organisational theory
(Hofstede, 1993) or at least that its relevance and application across different cultures
cannot be taken for granted.

Current developments make both empowerment and its "cultural relativity" (Hofstede,
1983a) very appealing issues, as service quality and customer satisfaction become
paramount and "globalisation" becomes increasingly an everyday reality. As a result,
hospitality operations strive to survive in the global market by effectively addressing
and promptly meeting the needs of the increasingly demanding and sophisticated
consumer, while relying for the fulfilment of this goal upon a multi-cultural workforce
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with diverse values and beliefs systems. There is, hence, a need to examine the ways
that management can implement the concept of empowerment in practice by taking
into consideration the intervening influence of national culture.

Before addressing the principal questions of the present study, it is necessary to first
"position" the concept of empowerment  amid a range  of challenges  set  by the broader
external context, which will be described in Section 1.2. Section  1.3 will identi fy the
organisational responses to these external challenges. which have further been shaped
by changes  in the resources available to organisations. Section  1.4 will explain how
the concept of employee empowerment has emerged at the heart of these
organisational responses, as the missing piece of the puzzle, and why its adoption and
implementation has been claimed not only to guarantee survival, but further to secure
differentiation and competitive advantage. Section  1.5 will position the present study
in the context of academic debate and industry endeavours, but also amid European
policy concerns, since the funding of this study has been provided by a European
Commission programme. This chapter will end with the outline of the present study in
Section 1.6.

1.2 External Challenges

The global market

One factor frequently argued  to have contributed to the emergence of empowerment  is
the increasingly competitive environment created by deregulation and globalisation in
Western economies (Go and Pine,  1995).  Both of these trends have made capital and
technology widely available commodities and have foremost increased the range of
alternative product choices for consumers, while the evolution and expansion of
telecommunication media has ensured that consumers were more aware of these
choices. As a result, it has been increasingly difficult for organisations to compete
from a product-oriented perspective (Carlzon, 1987) and competitive advantage and
differentiation was progressively sought through service quality and customer
orientation. Organisations needed to emphasise more than ever the needs and desires
of the customer (Go, Monachello and Baum,  1996) and to respond to these effectively
and promptly.  At this point it was realised that the satisfaction of the customers' needs
and desires requires a personal rather than an organisational response and that people
can in fact be more responsive than structures (Riley, 1996). Therefore, the role of
people and in particular of those interacting with customers during service delivery
became paramount and efficient management of human resources was soon
considered  "the only thing  left" for differentiation  and for gaining competitive
advantage (Sparrow, Schuler and Jackson, 1994). This holds particularly for
hospitality, where the delivery of service demands a high degree of human interaction
between the service provider and the customer and service quality is not only
determined by the "technical" aspects o f service - what is delivered - but foremost by
its "functional" aspects, that is how it is delivered (Lockwood et al., 1992).

These developments have of course affected the hotel industry. Conrad Hilton once
said that there are three ways to make a successful hotel operation: "location, location,
location". At that time there was limited competition and indeed a good location was
sufficient for differentiation and competitive advantage. Once competition in the

2
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industry begun to increase, the "location" formula was no longer sufficient for
differentiation and competitive advantage and the new formula of success became
"service, service, service" (Crawford-Welch, 1993). Hotel operations tried therefore to
distinguish themselves from the competition by providing a wide range of services to
their guests, although "service" was rather perceived as an end in itself and not as a
means to the end of satisfying customer needs. The result was the provision of an
excessive range of services, which, however, did not offer any added value to the
hotel guest (Lewis and Nightingale, 1991). Increasing competition again forced hotel
operations to abandon this formula for the sake of a new one, namely "value, value,
value" (Crawford-Welch, 1993) and hotel operations were now aiming to provide
services, which the guests valued and at a price they would be willing to pay. In more
recent years, however, hotel operations needed to go beyond the "value" formula in
order to achieve differentiation and survive in an environment of fierce competition.
Hotel operations did not only need to address the guests' needs and to satisfy these,
but to exceed them every time, in order to prevent customers from defecting to the
competitor next door. But how could hotel operations achieve this goal of exceeding
customers' expectations,  in this so-called "era of the customer"?

The answer to this question was to a large extent provided by the research of
Parasuraman, Zeithaml and Berry (1985), who offered the most widely quoted set of
dimensions, which customers employ when evaluating service quality: Tangibles,
reliability, responsiveness, communication, credibility, security, competence,
courtesy, understanding/knowing the customer, and access. They later condensed
these into five key dimensions (Johns, 1996): 1) tangibles, referring to the physical
elements of the product, such as facilities and appearance of the personnel; 2)
reliability, involving the consistency of performance and dependability (of both the
tangible and intangible elements); 3) responsiveness, concerning the willingness or
readiness of employees to provide service, such as timeliness and promptness of
service; 4) assurance, concerning the knowledge and courtesy of employees and their

ability to convey trust and confidence; and 5) empathy, concerning the provision of
caring individualised attention to customers. It is noteworthy that except for tangibles
and partly reliability, the rest of the dimensions directly relate to the performance of
customer-contact or frontline employees. In addition, Denburg and Kleiner (1993)
suggest that whilst reliability is the most important factor in meeting customers'
expectations, assurance, responsiveness and empathy are the most important factors in
exceeding customers' expectations. These dimensions are actually so important, that a
customer with positive perceptions of these may even ignore some imperfections in
the tangible elements of the service and still go away with a positive overall
impression (ibid.). In short, the key to competitive advantage and differentiation no
longer lies in the tangible elements of the hotel product (i.e. room, amenities,
facilities), which can be easily copied by competitors, but in the intangible elements
of the product, notably in the quality of service provided to the customer by the
hotel's human resources, which cannot be so easily copied.

The labour market

In parallel with developments in global markets, organisations in the developed
Western economies were also faced with demographic trends affecting the labour
market. In particular, the gradual decline in birth rates, which began  in the early 1960s

3
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(Hiemstra, 1990), resulted in a declining and "greying" population (Go, Monachello
and Baum, 1996) and in turn, in a rapidly declining number of available workers
(Ripley and Ripley, 1992) and a "middleaging" of the workforce (Bonn and
Forbringer, 1992). These trends had - and still have - an even stronger impact in the
hospitality and, in particular, in the hotel industry, where traditionally young workers
represent the bulk of the workforce (Go and Pine,  1995). As a result, the hospitality
industry has suffered a major labour shortage (Bonn and Forbringer, 1992), which is
exacerbated by increasingly high demand for employees due to the high growth rate
of the industry, coupled with high labour turnover (Hiemstra,  1990) and continuous
employee defection to more stable, secure and higher paying industries (Go and Pine,
1995).
-

But the changes in the workforce were not only numerical. They were also qualitative.
The world's workforce is much better educated (Sparrow, Randall and Jackson, 1994)
and thus, meets the requirement for "a minimum capacity for participation" at work,
in  terms of educational level (Hales,  1993: 143). Moreover,  the new generations  that
have not experienced the depression years and the Second World War (Koopman and
Wierdsma, 1998) seem to enter the working life with their biological, security and
social needs more fulfilled than ever before. They are more eager to satisfy their
achievement needs and - unlike previous generations - they are impatient to receive
responsibility, recognition and rewards (De Vries, 1996).

The above developments, of course, occurred in the context of an evolving society
and the new generations were raised in a more democratic and liberal world, where it
was generally conceded that people should have the right to participate in
organisational decisions and especially those affecting their working lives (Goldsmith
et al., 1997). Employees indeed demanded more say about their working content and
context and "rebelled" against overly bureaucratic control in organisations (Gandz and
Bird, 1996). They made new demands about hierarchical relations and participative
management evolved as a right in the context of co-determination and industrial
democracy (Koopman and Wierdsma,  1998). As Hales  (1993: 143) argues, "industrial
democracy almost certainly presupposes political democracy" and the prevailing
societal values and norms paved the way for some - at least - redistribution of power
in organisations.

1.3 Organisational Responses

Restructuring and customer care

The increased levels of competition, the "customer sovereignty" and the importance
of service quality as a means for differentiation and competitive advantage prescribed,
in a way, the organisational responses. They forced organisations to become more
efficient and customer-oriented and to pay more attention to those facets of the service
delivery process, which enhanced customer perceptions of service quality.
Organisational restructuring and emphasis on customer care and on the "service
encounter" seemed appropriate responses to these external challenges.

Organisational restructuring basically involved massive delayering, that is the
trimming ofhierarchical tiers usually in the middle management, and downsizing with

4
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a twofold objective of efficiency through cost savings (Woods and King,  1996) and
becoming closer to the customer (Carlzon, 1987). Advances in information and
communication technology further facilitated this process by allowing top
management to maintain control of employee activities even in the absence of the
traditional supervisory responsibilities of middle managers (Riley, 1996; Spreitzer and
Quinn, 1996). Simultaneously, the new flat hierarchical pyramid reduced the distance
between top management and the customers, bringing therefore organisations closer
to the market and allowing them to become more flexible, adaptive and responsive to
customers' needs (Carlzon, 1987). Delayered, horizontal organisations soon became
synonymous with "customer-driven" organisations - and vice versa - and indeed the
"excellent" companies of Peters and Waterman (1982), which were "obsessed" with
being customer-oriented, were also characterised by their flat structures. The account
of Jan Carlzon (1987), the former President o f Scandinavian Airlines Systems (SAS)
who achieved a remarkable turnaround of the company during  1983  and 1984, offers a
good industry example of achieving customer orientation through flattening the
hierarchical pyramid. Flat organisational structures are still considered to be a
characteristic of high performing customer-oriented organisations, such as General
Electric and Virgin Atlantic (De Vries, 1996).

Whether customer orientation, as opposed to cost savings, has been the predominant
motive for restructuring and delayering is subject to discussion. In the SAS case, it
seems that the prevailing motive was customer-orientation, as the flattening of the
pyramid was mainly achieved through shifting the roles of middle managers, rather
than through downsizing at their expense (Carlzon, 1987). In other cases, however, it
seems that the initial motives have been economic, although organisations still
employed the opportunity to reorient themselves towards the customer (Ashness and
Lashley, 1995). In the case of the hotel industry the trend towards delayered
organisations was mainly due to economic reasons, notably due to pressures from the
competition forcing hotels to be more efficient and productive and to control costs,
although changing customer needs have also played a role (Gilbert and Guerrier,
1997). The first "wave" o f delayering in the late 1970s was also caused by changes in
technology, as some tasks and functions were either eliminated or simplified (Shamir,
1978). Thus, the innovative hotels in the late 1970s adopted a more flat structure with
less intermediate levels ofmanagement, as opposed to the traditional hotel, which was
a relatively tall organisation with many hierarchical levels (ibid.). A second "wave" of
delayering and downsizing in the hotel industry was sparked by recession faced by
Western economies during the late 1980s and early 199Os, which, however, was again
accompanied by a "second wave" of reorientation towards the customer (Parsons,
1995).

Another organisational response to the changing environment has been an increased
emphasis on customer care, in other words, on addressing, meeting and responding to
customer needs and problems and on looking after present customers and developing
long-term relationships with them (Lewis, 1995). This was a logical shift, as
organisations suddenly realised the benefits of keeping a customer or, adversely, the
costs of losing one. Companies calculated the potential revenue generated from a
single customer, who would still bring his business in the future, and simultaneously
had an accurate estimate of the cost that the potential defection of this customer would
have for the company (Reichheld and Sasser, 1990). In fact, it was calculated that
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companies could boost their profitability by almost one hundred percent by retaining
just five percent more of their customers (ibid.). As a result, relationship marketing
emerged, which principally aimed at building long time relationships with customers
(Bowen, 1996). Companies soon realised that the costs of keeping existing customers
were actually several times lower than the costs of attracting new ones (Hart, Heskett
and Sasser, 1990) and therefore sought ways of preventing them from defecting. In
addition to the design of a product and delivery system addressing and satisfying
customer needs, companies also needed to provide an organisational response in the
occasion that the service delivery system failed to meet the service promise. This
response, which became popular under the term "service recovery", introduced by
Donald Porter of British Airways (Zemke and Schaaf, 1989), referred to "a planned
process/strategy of returning an aggrieved/dissatisfied customer to a state of
satisfaction with a company/service" (Lewis, 1995: 80). In simple words it meant that
in the occasion of a failure for whatever reason, the company should make it right for
the customer "the second time" (Brown, Cowles and Tuten, 1996).

The importance of service recovery for customer retention became evident following
data from the often-cited National Consumer Survey of the Technical Assistance
Research Programmes (TARP) corporation conducted for the United States Office of
Consumer Affairs (e.g. Zemke and Schaaf, 1989; Berry, Zeithaml and Parasuraman,
1992). The findings of the research revealed that prompt and efficient problem
resolution had a positive impact on customer loyalty and in fact that customers who
had their problems satisfactorily resolved were more likely to return than customers
who did not experience any problems at all (Zemke and Schaaf, 1989). The findings
emphasised to companies, that not only it was important for customer satisfaction and
retention to satisfactorily resolve customer problems and complaints, but that it was
very    important    to    do    so    in    a    swi ft manner. The research further revealed    that
dissatisfied customers would relate their negative experience on average to nine or ten
other people  and 13 percent  o f those would relate  it  to  more than twenty people

(Hopson and Scally, 1991). On the contrary, customers who had their complaint
satisfactorily resolved would share their experience with five other people on average
(ibid.). Service recovery was therefore perceived paramount not only for customer
satisfaction and retention, but further for long-term organisational profitability and
effectiveness. Inevitably, companies were forced to invest in service recovery
processes and those that did so soon discovered the positive outcomes of their
investments on the bottom line. In British Airways, a popular example of a company
that invested and excelled in service recovery, it was estimated that for every pound
invested in the customer retention efforts, the company received two pounds back
(Weiser, 1995). This return was the outcome of immediate problem resolution at the
point of service delivery, which made further retention costs unnecessary, repeat
business from about 80 percent of complaining customers and additional business
from positive word-of-mouth (ibid.).

The importance of service recovery and the attributes o f service quality pointed to one
more organisational response to the external challenges, which was an increased

emphasis on the service encounter, the so-called "moment of truth". This widely used
concept within services industry is actually a metaphor from bullfighting adopted by
Normann (1991), describing the moment towards the end of the fight, when the
matador and the bull look each other in the eye and have an instant to make a
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decision, which will eventually determine the outcome of the fight. The concept was
subsequently integrated in the everyday lingo of SAS by Jan Carlzon, who described
with this term the "15 golden seconds" of each service interaction between the
customer and the airline's frontline employees (Carlzon, 1987). Customer perceptions
of service quality are determined by the outcome of each nionient of truth and in
particular by the skills. motivation and tools of the company's representative, the
frontline employee. and the expectations and behaviour of the customer (Normann,
1991). As Carlzon (1987: 3) points out, these moments of truth "ultimately determine
whether SAS will succeed or fail as a company" and during these moments the
company "must prove to [its] customers that SAS is their best alternative"

Shift to Human Resource Management

The fact that organisations were facing increasing competition with a delayered and
downsized structure, introduced a new demand for management to "get more done
with less" (Randolph, 1995), in other words to focus on improving productivity of the
available resources (Gandz and Bird, 1996). This pointed directly to efficient
management of human resources, as it became obvious that the principle tools of
production became increasingly the knowledge, talents and ideas of the people
(Belasco and Stayer, 1994). This particularly holds for services and hospitality due to
the protagonist role assigned to human resources in the production of service and in
all those facets of service delivery, which evolved as critical for customers'
perceptions of service quality and ultimately customer satisfaction.

Whilst competition made people a valuable and expensive resource for organisations,
demographic trends gradually made this resource restricted as well, which therefore
needed to be more efficiently deployed and utilised. Organisations could no longer
afford to treat employees as a variable cost (Ripley and Ripley, 1992). They needed to
invest more in finding good employees, developing their skills, motivating and
rewarding them in order to perform better in terms o f both quantity and quality and in
utilising their skills and knowledge more effectively (Go, Monachello and Baum,
1996). The latter presented further an opportunity as the more educated workforce
introduced in the work process skills and knowledge, which could be exploited for the
benefit of the organisation. Most importantly, in order to make their investment pay
off, organisations also needed to find ways to keep good employees with the
company. But this could no longer be realised by merely addressing the lower
physiological and safety needs of Maslow's hierarchy through mainly extrinsic
rewards, but increasingly more by addressing the higher needs of belongingness,
esteem and self-actualisation, through mainly intrinsic rewards (Baum, 1995).

All the above, in fact, reflect the basic tenets of human resource management, which
came to replace the traditional personnel management, practised - usually - in the
context of the traditional bureaucratic organisation. In contrast to personnel
management, human resource management has a long-term perspective, aims at
ensuring employee compliance through self-control rather than external control, is
integrated with line management and is more concerned with maximum utilisation of
the human capital, rather than labour-cost minimisation (Mullins, 1998). Regardless
of the title eventually assigned to this function, which largely remains a subject of
dispute, human resource or personnel management in substance, progressively gained

7



Chapter 1

a more strategic perspective and became aligned with the organisational goal of
surviving in the competition through efficiency and orientation towards quality and
customer needs.

The hotel industry also needed to pay increased attention to human resource
management, because it had been - and still is -renowned for its poor practices in this
respect (Baum, 1995). Being, moreover, traditionally plagued with high labour
turnover (Go and Pine, 1995), effective human resource management became literally
a matter of survival for hotel companies, as they could otherwise not deliver services
of acceptable quality to their custoniers. Although there are conflicting accounts of the
extent to which the hotel industry has adopted the human resource management
paradigm (e.g. Kelliher and Johnson, 1997, Hogue, 19998), there seems to be
agreement on the fact that some degree of progress has been achieved  in this respect
and that there is increasing interest in and adoption of more sophisticated human
resource management practices, especially as far as larger establishments are
concerned (ibid.). This view is actually supported not only by comparing the
information provided by independent studies undertaken in different points in time
(e.g. Hiemstra, 1990; Go and Pine, 1995; Hogue, 1999), but also from studies that
have carried out longitudinal comparisons of specifically human resource
management (Kelliher and Johnson, 1997) and management in general (Gilbert and
Guerrier, 1997).

In particular, Kelliher and Johnson (1997) after comparing the results of two studies
conducted  in  the mid 19805  and mid  1990s  in  the UK hotel industry, concluded  that
the industry had advanced with respect to the adoption of human resource
management, although they still emphasised the need for a more sophisticated
approach to human resource management. The study by Gilbert and Guerrier (1997) is
also interesting, as it compares the changes in the role of UK hospitality managers
between  the late 1970s and beginning 1990s. Through its findings about a greater
reliance on specialist managers iii personnel, a greater requirement for effective
deployment and utilisation of labour and a greater emphasis on team building,
delegation of guest satisfaction responsibility to frontline employees, training and
development and motivation in the 1990s compared to the past, the study in fact
uncovers traces of the evolution from personnel management to human resource
management. Although these studies are restricted to the UK, it seems that their
findings are compatible with those of studies undertaken in the international hotel
industry. For example, Go and Pine (1995) in their international survey among the
largest hotel-chain corporations reveal on the one hand "a very traditional approach to
human resource management", but on the other an espousal by top managers of "the
need to formulate better human resources strategies", verifying in a way the trend
towards human resource management.

As working life is an integrated part of social life, the progressive democratisation of
society was inevitably accompanied by a progressive democratisation of
organisational life. Not only the people who demanded more participation were raised
in a more democratic society and held more democratic values, but also managers
were raised in the same environment and carried similar values and thus were more
willing to favour participation than their forebears. Indeed, the interest in the Quality
of Working Life movement  during  the late 1960s and early 1970s  was  not  so  much
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influenced by economic aspirations, but mainly by attitudes to work and the
prevailing political culture (Hales, 1993). Hence, hunianistic reactions to excessive
specialisation of work in the context of the rationalised organisation and the
66 "dehumanised character of work led to reverse notions of despecialisation of work
and job redesign, such as job rotation and job enrichment and autonomous work
groups at the level of the work group/organisation, and various forms of employee
participation at the level of the organisation (ibid.). As a result, industrial democracy
in organisational life evolved in parallel with political democracy in social life and
congruently, the evolution of management concepts and ideas reflected the prevailing
democratic values.

    1.4 Empowerment:

The Missing Piece of the Puzzle

The puzzle formed by the external challenges described above and the respective
organisational responses to these is completed by the concept of employee
empowerment, which advocates devolving decision-making authority and latitude to
lower level employees and especially to those who have contact with the customer,
with the objective of enhancing service quality. This is particularly relevant in service
industries, where service quality presents problems of predictability and consistency,
because of the participation of the customer in the production and consumption of the
service product (Lashley, 1996a). In addition, the inseparability o f the production and
consumption of service means that service providers cannot control the quality of
service before it is consumed (Go, Monachello and Baum, 1996). Traditionally,

"

hospitality operations have dealt with this problem through a "production-line
(Bowen and Lawler, 1992) or an industrialised approach to service, which basically
involved detailed scripting o f the service encounters with a pre-selected customer type
(Ghillyer and Lockwood, 1994). In case of failure of the script, because of an
unpredictable customer request or problem, the response was sought through the
intervention of a manager or supervisor, with the consequence, however, of additional
time delays and inconvenience to the customer (Brymer, 1991), which create negative
perceptions o f service quality and threaten customer satis faction.

The realisation that there are limits to standardising a service and that the more
authentic, personal, spontaneous and custom-built a service, the greater is its value in
the customer's eyes (Beckers, 1998) led to the development of an alternative
approach. The proposed "empowerment approach" (Bowen and Lawler, 1992)
provides frontline employees with the necessary resources and authority to respond
swiftly to customer needs, complaints or problems at the point of service delivery
(Baum, 1995). Employees are thus able to adjust the service delivery process and their
personal behaviour to the particular characteristics and needs of each individual
customer, to detect and correct mistakes or problems of the service delivery system
and to ensure, in general, that the quality of service will be to the customer's
satisfaction. This is in fact at the heart of the notion of customer care, as frontline
employees are in the best position to address, meet and respond to customer needs and
problems (Lewis, 1995). They should therefore be given the flexibility to ensure that
the moments of truth will create positive experiences for customers about the service
received and that the company will not miss sales opportunities or opportunities to
correct quality mistakes and problems, as soon as they are observed (Grdnroos, 1990)
Empowerment soon evolved as the only way of securing a prompt response in the
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occasion of service failures, which was decisive for customer pacification, satisfaction
and eventually retention. Not surprisingly, empowerment became an integral part of
service recovery strategies and is often presented in the literature mainly as a
complaint and problem resolution technique (Coyle and Dale, 1993; Brown, Cowles
and Tuten, 1996). Advocates of empowerment further argue, that empowerment
unleashes the hidden energy, potential and creativity of the workforce, which is
directed to serving the customer (Carlzon, 1987) and conveys the message to the
customer that the organisation puts in extra effort on his behalf (Sparks and Bradley,
1997). The adoption of an empowerment approach was therefore seen as vital for
gaining competitive advantage, as it ensured customer orientation and service quality,
which are argued   to   be the decisive factors   for di fferentiation and organisational
effectiveness. Indeed, reports from service companies that have adopted the
empowerment approach, confirm a significant improvement of their performance
indicators, which the leaders themselves mainly attribute to empowerment (e.g.
Carlzon, 1987; Parsons, 1995).

The notion of empowerment was further linked with the general trend of
organisational restructuring and delayering either as an additional motive for it or as
its direct consequence. In the context of restructuring, empowerment shared the
principal goal of restructuring and delayering for flexibility and adaptability to
changing market conditions and for becoming closer to the customer (Riley, 1996).
Indeed, placing responsibility for ideas, decisions and actions with the frontline
employees is argued to ensure that these ideas, decisions and actions will be based on
current market conditions (Carlzon, 1987). In the context of delayering, empowerment
of lower level and frontline employees emerged as a reflex action to compensate for
the decision-making power void created by the elimination of middle management
layers. Shrinking of middle management increased the supervisory span of control,
thus allowing employees at the line level more latitude for decision-making and
initiative (Spreitzer,  1996) and passed on a wide range o f decisions formerly made by
middle managers to lower level employees. Even where delayering was triggered by
economic reasons, empowerment offered an alternative way for the allocation of
decision-making power, which promised resource economy by removing middle
management structures (Maxwell, 1997) and simultaneously a guise to conceal
management intentions and reassure the workforce.

Interest in the notion of empowerment evolved further in parallel with the human
resource management paradigm (Wynne, 1993). In fact, there is a lot of common
ground in the empowerment theory and the ideas conveyed by the human resource
management paradigm and the goals of empowerment often overlap those of human
resource management. Primarily, the maximum utilisation of the human capital,
which is a principal goal of human resource management, is often a central theme in
the notion o f empowerment. In fact, advocates o f empowerment urge management to
utilise the whole productive capacity of the workforce by tapping into their
knowledge, skills, talents, ideas and creativity (Carlzon, 1987; Peters, 1987: Gandz
and Bird, 1996). Secondly, just as human resource management, empowerment strives
to motivate employees by addressing their higher needs for self-actualisation and
esteem (Evans and Laskin, 1994) and seeks also employee compliance through self-
control as opposed to external control (Lashley, 1996b). By doing so, empowerment is
claimed to increase job satisfaction and thus reduce labour turnover (Bowen and
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Lawler, 1992), which is again among the concerns of human resource management.
Finally, the concept of empowerment raises implications for the selection, training
and rewarding of the empowered employees, as well as for organisational
communications and the management of information (Hales and Klidas, 1998), all of
which also belong in the spectrum of human resource management activities.

Above all, empowerment was - and still is - compatible with the prevailing values in
the liberal democratic world, which acknowledge working people the right to
participate in the decisions affecting their working lives (Goldsmith et al., 1997)
Empowerment has, in fact, been called the "corporate equivalent to the democracy

rule" (Werner, 1992: 58). Although this view may be extreme, there is no doubt that
among a long series of concepts resulting in job redesign, empowerment cedes to
lower level employees the highest degree of self-determination in their working life.
First, through allowing them a high degree of autonomy in the performance of their
tasks and second, through involving them directly in decisions affecting the work
process and even company revenue.

1.5 The Present Study in Context

Paradoxically, although empowerment has been widely quoted in the hospitality
management literature for more than a decade, it still remains a relatively unexplored
concept. Evidence of empowerment in practice is in most cases anecdotal (Sparks and

Bradley, 1997) or relying on single case studies of "ostensibly successful
programmes, [which] tend to be celebratory rather than critical" (Hales and Klidas
1998: 91). What is more, such references often provide contradictory information in
relation to the companies that are supposed to be implementing empowerment. In one
such case American Airlines is one of the companies cited to be implementing
empowerment (Zemke and Schaaf, 1989), whilst in another it is argued to be managed
"with a control orientation rather than a strong empowerment approach" (Bowen and
Lawler, 1992: 32). It is therefore not surprising that the term "empowerment" is
considered  one  of the  most  used and abused buzzwords  of the 19905 (Woods  and
King, 1996).

Evidently, there is an important gap in the existing approach to the study of
empowerment, which the present thesis strives to address. In particular, empowerment
theory has not yet addressed coherently the meaning of the notion, which is mirrored
in the abundance of diverse conceptual approaches to and definitions of
empowerment. The present study will address this issue by attempting a more
integrative approach, in order to examine and discern the underlying conceptual
properties of the notion and answer the predominant question "what is
empowerment?". Furthermore, empowerment theory has not provided answers to
many of the fundamental questions that it has raised. The most important of these,
concerns the way in which management can implement the concept. Although the
literature identifies a range o f management interventions and behaviours conducive to
the intended "empowered behaviour" on the part of frontline employees (e.g. Brymer,
1991; Bowen and Lawler, 1992), the discussion remains in most cases theoretical and

fragmented, often recycling rather than expanding on previous arguments and ideas.
"

The present study will attempt to integrate the piecemeal theory on the "antecedents
of empowered behaviour into one conceptual framework and to test empirically the
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extent to which the various management interventions and behaviours indeed
contribute to the targeted outcomes o f empowerment.

Finally, due to its implicit yet evident Anglo-Saxon cultural origins, empowerment
theory has barely addressed the crucial question of whether the global propositions o f
the "empowerment doctrine" are relevant in different cultural contexts. Although
heralded as merely a different approach of managing the service encounter, the
concept of empowerment is in essence much more than that. In fact, advocates of
empowerment propose radical changes in the form of organisation (e.g. hierarchical
structures) and in the management style (Brymer, 1991) and consistently make
arbitrary assertions that employees will invariably embrace empowerment (Evans and
Laskin, 1994; Lovelock, 1995). This, despite strong arguments that the form of
management style and organisation and even what constitutes a supreme motivator are
to a significant degree specific to the cultural context of each country.

One of the scholars who has strongly supported the belief that organisations are
culture-bound is Geert Hofstede, who participated in a research team, which between
1967   and 1973 carried  out an international survey among the employees   in   the
subsidiaries of IBM in 72 countries (Hofstede, 1998). The research resulted in the
identification of four dimensions of national cultures, namely power distance,
individualism-collectivism, masculinity-femininity and uncertainty avoidance.
Hofstede has further described the implications of each dimension of culture for,
among others, the role pair o f boss-subordinate in the workplace and due to these he
has supported the belief that the application of management concepts and theories in
different countries is culturally conditioned. In particular, Hofstede (1980: 50) has
questioned the "universal validity" of theories on leadership, motivation and
organisation, most o f them developed in the United States and reflecting "the cultural
environment where they were written".

A handful o f authors who have addressed the notion of empowerment from a cross-
cultural perspective clearly challenge the universal validity o f the propositions o f the
empowerment doctrine (Hoppe, 1990; Durcan and Kirkbride, 1994). Hoppe (1990:
206) contends that "cutting levels of management or even turning the organisational
pyramid upside down to shift the authority to the employees who directly serve the
customer represent...alien approaches to management" in countries that share
different values from those of Anglo-Saxon countries. Similarly, Durcan and
Kirkbride doubt that changes in the leadership style and in employee behaviour are
invariably welcomed in different cultural contexts. Nevertheless, the hospitality
management literature has not addressed the issue of the cultural relativity of
empowerment, with the exception of Baum (1995), who talks about the compatibility
of empowerment with different cultural contexts and Jones, Taylor and Nickson
(1997: 545), who barely mention "the need to be sensitive to the 'cultural' dimension
associated with transferring concepts like 'empowerment' across national
boundaries". In view of the increasing transnationalisation of business and the
inherent international character of the hospitality industry, the present thesis will
attempt to promote the study of empowerment from a monocultural context, to the
international and multi-cultural context, where hospitality organisations actually
operate.  It will do so on the basis o f the work of Hofstede on national cultures, which
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offers a very solid theoretical framework for addressing the issue of the "cultural
relativity" of empowerment.

Summarising the preceding discussion, the aim of the present study is formulated as
follows:

To provide an understanding of the concept of enipowerment within the
hotel industn· and examine the implications of applying the concept in the
cross-cultural context of the European Union.

In particular, the study will address three more specific research questions. Firstly, the
question what is empowerment, secondly, which factors are important for its
application in practice and thirdly, what is the influence of national culture when
empowerment is implemented in different countries? The answers to these questions
will be sought through cross-national empirical research, which has been conducted in
a number of upscale and luxury properties of a major multinational hotel company in
various countries of the European Union. Hence, this study addresses a fundamental
need of the empowerment theory, which generally lacks evidence from empirical
research. The selection of upscale and luxury chain hotels was based on the fact that
such operations are considered to offer an ideal environment for the development of
empowerment initiatives, mainly because of their orientation to service quality and
customer satisfaction (Bowen and Basch, 1992), but also because of their ability to
develop an integrated human resource management strategy.

Beyond the relevance of this study to the empowerment theory, a study on
empowerment is of broader academic and industry relevance. Research on
empowerment is currently needed. because the contextual factors, which have sparked
off the emergence of the notion of empowerment, are nowadays more relevant than
ever before. Competition is becoming increasingly fierce and service quality and
customer satisfaction have become paramount for competitive advantage and
differentiation and simultaneously a prerequisite for survival. The quest for flexibility
and adaptability continues in the context of rapidly changing markets and
organisations are bound to maintain flat and decentralised structures allowing more
room for autonomy and self-management. In addition, as productivity has emerged
recently as a crucial indicator for competing companies, there is increasing pressure
on organisations to manage efficiently all resources available to them, especially
human capital. Therefore, empowerment remains a potentially powerful tool for
management to develop and tap into the full potential of human resources, which
introduce nowadays in the work process more knowledge and skills than ever before.
It is further anticipated that the continuing demographic trends described previously
will exert pressure on the hospitality industry to compete with other industries to
attract and retain high calibre workers. In that context the industry will probably need
to revamp its entire approach to managing human resources by offering an attractive
"package" of appealing, motivating and competitively rewarded jobs, which further
offer opportunities for personal development and career advancement. This is
essentially what the notion of empowerment promises. Finally, the progressive
democratisation of society and the values and ideology embraced by the new
generations - at least in the Western world - not only favour empowerment, but
further create a demand for it. It becomes increasingly clear that people can no longer
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be efficiently managed by traditional autocratic management styles, nor are they
motivated in the context ofpast forms of organisation of work.

The industry relevance of this study is underlined by the extent to which the
hospitality industry itself has embraced empowerment, either as organisational
practice or merely as organisational rhetoric. Examples include well-known names in
hospitality, such as Marriott Hotels (Lockwood et al., 1992; Maxwell, 1997), the
Accor Group (Parsons, 1995; WTTHRC, 1998), Ritz-Carlton and Taco Bell (Woods
and King, 1996), the Inter-Continental Hotel Group (Go and Pine, 1995; Klidas,
1995), Hilton Hotels and Westin Hotels and Resorts (Brymer, 1991), Club Med
(Horovitz and Jurgens-Panak, 1992), Harvester Restaurants (Ashness and Lashley,
1995), British Airways (Colling, 1995; Weiser, 1995) and Scandinavian Airlines
System (Carlzon,  1987). The literature also provides a wide list of regional companies
or independent properties (s. Zemke and Schaaf, 1989; Widerman, 1993; Klidas,
1995). The endeavour of these companies and the whole industry to empower their
employees and especially those at the front line is expected to continue (Widerman,
1993; Barsky, 1996), as empowerment touches upon the issues of service quality,
customer satisfaction and human resource management, which are still and will
continue to be critical for the industry.

As the funding o f the present study has been provided by the European Commission,
it is further necessary to emphasise its European dimension and orientation. Primarily,
the relevance of the study for the European Union (EU) derives from the fact that it is
related to the tourism sector, which becomes increasingly important for the EU. In
economic terms, because of its significant contribution to the Gross National Product
(GNP) of its members states and generally to EU economic development (Thomas,
1996) and in social terms, because of its large contribution to the employment of the
Union's population, both directly and indirectly (Robinson, 1996). Secondly, the
European relevance of the research is reflected in the fact that the improvement of
competitiveness and service quality, which are central themes in the notion of
empowerment in tourism and hospitality, are also main targets o f most EU initiatives
in the field of tourism. Examples include the "European  Year  o f Tourism"  in  1990
(European Commission, 1996) and the Community Action Plan to Assist Tourism in
1991 (Robinson, 1996). Thirdly, the research is relevant to EU concerns, because
empowerment ultimately involves the management of human resources, which
constitutes an additional area of significant EU interest. This derives from the overall
recognition by the EU of "the competitive significance o f human capital in economic
performance" (Parsons,  1996:  154) and ad„ersely of the fact that "poor employment

"practice is damaging to quality, efficiency and, ultimately, competitive advantage
(Lucas,  1996: 146). Direct echoes of empowerment are found in the recognition of the
Memorandum on Vocational Training in the European Community  in the 1990s  for
"the need for employers to realise the full potential of their personnel", which it
considers a key resource (Leslie,  1993:  105) and the White Paper on European Social
Policy, published by the Commission  in 1994, which states that Europe needs "above
all an adaptable, educated and motivated workforce" (Internet: Europe Home Page).
Moreover, the anticipated personnel and skill shortages due to demographic trends
have also increased EU concern for human resource management (Baum, 1993).
Lastly, the emphasis of the present study on the cultural element involved in the
application of empowerment across different EU countries brings it in line with the
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resolution of the Treaty on European Union of 1992 "to continue the process of
creating an ever closer union among the peoples of Europe", (Internet: Europe Home
Page), which can only be realised through the awareness o f Europe's cultural diversity
and an understanding of the different values of its peoples.  0 f course, the focus of the
research is from a micro-economic rather than a macro-economic perspective,
however, it should not be forgotten that the attainment of macro-economic targets
cannot be fulfilled in absence of or irrelevant from micro-economic developments and
contributions. Especially today - and presumably more so in the future - that the
advent of the single currency is bound to accelerate European economic integration
and therefore increase the frequency of cross-cultural encounters in the micro-
economic field.

1.6 Outline of the Study

The structure o f the present study will be as follows. In Chapter 2, an attempt will be
made to shed light on the meaning of empowerment in general and in the hospitality
industry in particular by identifying a range of conceptual approaches to and
definitions of empowerment. On the basis of the underlying notions of these
approaches, an integrated approach to empowerment will be proposed, which will
serve as the conceptual basis for the present research. The latter will be presented in
Chapter 3, which will also support and formulate the research hypotheses regarding
the interventions that are necessary in order to implement empowerment. Chapter 4
will address the issue of the cultural relativity of empowerment on the basis of the
work on national cultures of Dutch scholar Geert Hofstede and will subsequently
support and formulate the respective research hypotheses, which offer a conceptual
model for understanding empowerment in an international, cross-cultural context.
Chapter 5 will present and explain the methodological aspects o f the research and in
particular the research design and rationale, the operationalisation and measurement of
the conceptual research model and the field research. This chapter will also provide
information about the research sample and it will end by identifying the research
limitations, as well as a number of problems encountered during the field research and
the remedial actions taken to deal with these. Chapters 6 and 7 will present
respectively the findings of the qualitative and the quantitative part of the research.
Chapter 6 will analyse and evaluate the information provided by interviews conducted
with managers of the hotels, which will be accompanied by some descriptive statistics
from the employee survey. In Chapter 7 the research hypotheses will be tested by
means of multiple regression analysis and the results of some additional exploratory
analysis will be presented. The final chapter, Chapter 8, will discuss the findings and
conclusions of the present study, as well as their implications for management and
will offer some directions for future research.

15



CHAPTER 2

WHAT IS EMPOWERMENT?

2.1 Introduction

Any attempt to answer the question "what is empowerment?" is inevitably an
oxymoron. While 'the need to search for such an answer is justified by the confusion
created by the abundance of definitions and different conceptualisations of the term,
the answer to this question is bound to yield one more - and most likely different -
definition or conceptualisation of the concept, which at the end may simply add to the
overall confusion. Yet, such attempt is for the purpose of this study indispensable.

Primarily, because the conceptual ambiguities and contradictions regarding
empowerment cannot be bypassed, and secondly, because it is important to
substantiate the approach o f the present research to empowerment. This is the purpose
of this chapter. It will begin in Section 2.2 with a description of the conceptual

ambiguities regarding empowerment, deriving from a wide range of definitions and
conceptualisations of the term, which, in addition, carry echoes of older management
ideas and concepts. Section 2.3 will try to identify and examine the underlying themes
among the various conceptual approaches and in an attempt to shed light on the
conceptual properties of the management idea conveyed with the term empowerment
this section will also seek to identify the origins of the concept in the management
literature. This discussion will lead to the formulation of a set of definitions of
empowerment in Section 2.4, which are argued to capture the essence of the
conceptual properties of empowerment in management, as well as generally in social
sciences. On the basis of these definitions the notion of empowerment will be
distinguished from older management ideas and concepts and an integrated conceptual
approach to empowerment will be proposed. Section 2.5 will outline the scope of the
present study by providing an "operational" definition of empowerment to be used in
the present research and by substantiating its focus on the upscale and luxury segment
of the hotel industry. Finally, in Section 2.6, some conclusions will be drawn on the
basis of the preceding discussion.

2.2 A Word of Confusion

The conceptual ambiguity regarding empowerment stems not only from the large
sample of divergent definitions offered by the literature, but most importantly by the
fact that these definitions carry echoes of old, well-known management concepts and
ideas, which adds to the complexity and confusion around the notion of
empowerment. Before demonstrating the close affinity of empowerment with older
concepts, it is interesting to review the basic conceptual approaches to empowerment.

2.2.1 An Abundance of Definitions...

The "New Shorter Oxford English Dictionary" (Brown, 1993: 810) offers two
meanings for the verb "to empower": a) to "invest formally with power [or] authorise,
license (a person to do)" and b) to "endow with the ability or power required for a
purpose or task [or] enable, permit" The term "empowerment" is subsequently
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"defined as "the action of empowering someone [or] the state of being empowered
(ibid.). It is immediately evident that the definition of the verb "to empower" allows
room for a wide range of definitions of and conceptual approaches to empowerment.
Primarily, interpreting the verb "to empower" as "authorising" may be quite different
from interpreting the verb as "enabling': since "authorising" conveys the notion of the
transfer of power or authority, but not necessarily ability. But even when
"empowering" is interpreted as 'authorising", thus as "formally investing with
power", a lot of variation in conceptualising the notion is allowed due to the various
interpretations or forms of "power" (e.g. Thomas and Velthouse, 1990). Inevitably,
the diverse meanings of the verb "to empower" are transferred to its noun
"empowerment", which again allows room for different conceptual approaches. Thus,
empowerment may not only be seen  as "the action of empowering someone", but also
as "the state of being empowered" and indeed, in the management literature the term
has been used to describe not only a wide range of management initiatives/practices
(e.g. Lashley, 1996a), but also their presumed effects on individuals (Thomas and
Velthouse, 1990).

The above definitions of the verb "to empower" not only provide a reasonable
explanation for the diversity in definitions and conceptual approaches to
empowerment, but also an indicative framework for distinguishing and clustering
these. The first - and predominant - cluster of definitions and conceptual approaches
to empowerment within the management discipline perceives empowerment as the
action of authorising. The common denominator of these approaches is the idea of
delegation and the decentralisation of decision-making power (Conger and Kanungo,
1988) usually to the people at the lower levels of organisational hierarchy. In the
context of general management literature, for example, Ripley and Ripley (1992: 21)
define the concept of empowerment as "the vesting of decision-making or approval
authority to employees where, traditionally, such authority was managerial
prerogative". Despite some verbal variations, this definition captures the essence of
the majority of definitions of empowerment iii the general management literature (e.g
Burke, 1986; Sewell and Wilkinson. 1992; Barner, 1994; Clutterbuck and Kernaghan,
1994; Kotler, 2000). The notion of delegation of authority is also central in the
services and hospitality management literature, with two slight, yet essential,
differences. First, the focus of empowerment is not generally on the lower level
employees, but specifically on frontline or customer-contact employees. Second, the
delegated authority in most cases refers to decisions related to and affecting customer
service and service quality. Empowerment is in this context defined as "giving
employees the power to make decisions as they think appropriate to enable them to
serve the customer" (Hope and Muhlemann, 1997: 330) Again with some verbal
variations this definitioii captures the essence of the overwhelming majority of
conceptual approaches to empowerment in services and hospitality (e.g. Zemke and
Schaaf, 1989; Zeithaml, Parasuraman and Berry, 1990 Riley, 1996; Kotler, Bowen
and Makens. 1996, Sparks and Bradley, 1997).

Interestingly, the same conceptual approach to empowerment has also been adopted in
practice by the hospitality industry itself. For example, at Marriott Hotels - one of the
most frequently cited companies that has formally engaged in empowerment
programmes - empowerment has been defined as "employees given authority to
create extraordinary service whilst preserving profitability" (Lashley and Taylor,
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1998: 163). In fact, such "extraordinary service" acts of "empowered" employees
were even used by Marriott in a series of company advertisements (Baum, 1997;
Lashley, 1996a) and it is noteworthy that similar anecdotes have been widely used in
the literature as exemplary demonstrations of employee empowerment (e.g. Zeithaml,
Parasuraman and Berry, 1990). A similar approach to empowerment was adopted by
Novotel UK in the context of their "Back to the Future" customer re-orientation
programme in 1993, which placed emphasis "on widespread empowerment of
employees and a commitment to ensure decision niakers were placed as close as
possible to clients" (Parsons, 1995: 16). Under the new philosophy all employees

were empowered "to act in the spirit of 'maitre de maison"', in order to respond
promptly and efficiently to customers' needs and problems (ibid.: 19).

A second cluster of definitions and conceptual approaches to empowerment, which
seems to be in line with the previously described approach, places emphasis not only
on the delegation of decision-making authority to employees in order to enhance
service quality, but also on the resources required to support their empowerment. In
this approach, traces of both the "authorising" and "enabling" components of
empowerment are evident, although it is also possible that the focus is - just as in the
previous approach - on the trans fer of power. Although power in that case is not only
restricted to decision-making authority, but is also perceived in the form of resources,
such as knowledge, information and/or even rewards. The most representative
definition of this cluster is that of Bowen and Lawler (1992: 32), who define
empowerment "as sharing with frontline employees four organisational ingredients:
(1) information about the organisation's performance, (2) rewards based on the
organisation's performance, (3) knowledge that enables employees to understand and
contribute to organisational performance, and (4) power to make decisions that

"influence organisational direction and performance . The notion of transferring
authority along with resources, such as knowledge and information, is encompassed in
many definitions of and approaches to empowerment (e.g. Hart, Heskett and Earl
Sasser, 1990; Ford and Fottler, 1995; Riley, 1996) and is occasionally adopted by the
industry itself For example, at Ritz-Carlton - another often-cited industry example of
extensive empowerment - the term was defined as "giving employees the authority
and resources to solve problems and achieve results"  (Go and Pine, 1995: 231).

The problem with this approach to empowerment is that the underlying theme of these
accounts is not explicitly laid down and explained, but rather left to interpretation. It
is not clear whether the resources transferred are - along with authority - an integral
part of the term empowerment or simply the necessary preconditions to render
empowerment, in the form o f delegation o f authority, effective. Whichever is the case,
these definitions and conceptual approaches to empowerment are vague and fairly
incomplete. In the first "scenario", if empowerment is perceived to entail the transfer

of power in the form o f authority and resources, these approaches do not explain why
specifically these resources - and not others - are perceived as empowering. To take
the definition of Bowen and Lawler (1992), for example, it is not explained why
information specifically about organisational performance is considered
"empowering", but not, say, job-related information, which facilitates employees in
the execution of their tasks. Or, why rewards based exclusively on organisational
performance are considered "empowering" and not, for example, rewards based on
individual performance. lf the second "scenario" is true and the resources transferred
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to employees are merely seen as the necessary prerequisites to make empowerment
effective through delegation o f authority, then these approaches are again incomplete,
because they mention only a small part of the necessary prerequisites. Bowen and
Lawler's definition, for example, does not include at all the factor of leadership or
management style - which is overwhelmingly supported by the majority of the
literature as a fundamental prerequisite for implementing empowerment - and they
hardly refer to it in their entire conceptual approach to empowerment.

A third important - and indeed distinct - cluster of definitions and conceptual
approaches to empowerment has evolved on the basis o f the "enabling" dimension o f
the notion. According to Conger and Kanungo (1988: 474) "enabling implies
conditions for heightening motivation for task accomplishment through the
development of a strong sense of personal efficacy". The main argument of this
approach is that delegating and resource sharing are only one set of conditions that
may enable or empower employees, but will not necessarily do so (ibid.).
Empowerment is, therefore, defined "as the process of enhancing feelings of self-
efficacy among organisational members through the identification of conditions that
foster powerlessness and through their removal by both formal organisational
practices and informal techniques of providing efficacy information" (ibid.: 474).
Thus, in this conceptual approach to empowerment attention has shifted from the
management practices (i.e. delegating and resource sharing) to job incumbent
cognitions about those practices, in simple words to the way that these practices are
experienced by individuals (Spreitzer, 1995).

Building on the theoretical approach o f Conger and Kanungo, Thomas and Velthouse
(1990) observed that power also means energy and therefore interpreted the verb "to
empower" as "to energise". They subsequently defined empowerment as increased
intrinsic task motivation produced by a set of task assessments (cognitions), which
reflect "interpretations or constructions of reality, rather than simple recordings of
objective facts" (ibid.: 669). These are intpact, which is the degree to which an
individual believes that he can "make a difference"; conipetence, which is the ability
of an individual to perform tasks skilfully; mea,li,igfulness, which is the value of the
task goal or purpose in relation to the individual's own ideals or standards; and choice
or self-determination, which refers to an individual's sense of having choice in
initiating actions. They further argue that the effectiveness of empowerment
interventions, such as delegating and resource sharing, will heavily depend on the
state ofthe above cognitions. The lack of any of these cognitions "will deflate, though
not completely eliminate, the overall degree of felt empowerment" (Spreitzer, 1995:
1444). The cognitive model of Thomas and Velthouse has been operationalised and
validated by Spreitzer (1995) and was subsequently used in research among middle
managers (Spreitzer, 1996; Spreitzer and Quinn, 1996). The conceptual approach of
Thomas and Velthouse has also been used for research among employees in a number
o f hospitality organisations (Sparrowe.  1994;  1995). It is important to emphasise that
the conceptual approach of Thomas and Velthouse deals with empowerment as a
psychological construct, which is, thus, accurately termed by Spreitzer as
"
psychological empowerment"

Finally, it is worth looking at a fourth cluster of definitions and conceptual approaches
to empowerment usually adopted by other social scientists outside the management
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discipline. These approaches generally see empowerment as an antidote to
powerlessness experienced traditionally in modern societies by groups, such as
women, ethnic minorities, handicapped and so forth. The goal o f empowerment under
these approaches is the "redistribution of power between genders, races, classes or
states" (Pettersen and Solbakken, 1998: 321), "whereby persons [or groups] gain
mastery or control over their own lives and become more active in democratic
participation to influence community governance and social concerns" (Short and
Rinehart, 1992: 952). The empowerment paradigm, for any of the above - and
eventually other - social groups, seems to convey common notions promoting
individual development, autonomy, self-determination and equality. Thus, women's'
empowerment is defined "as a process whereby women, individually and collectively,
become aware of how power relations operate in their lives and gain the self-
confidence and strength to challenge gender inequalities" (Pettersen and Solbakken,
1998: 321). Seen as such, empowerment is therefore relevant to all aspects of social
life and consequently to all individuals and social groups. Targeted groups of
empowerment in this cluster of conceptual approaches have been, for example,
aboriginals in Canada (Blundell, 1993), people with severe mental illnesses (Rapp,
Shera and Kisthardt, 1993), teachers (Short and Rinehart, 1992) and farm women
(Pettersen and Solbakken, 1998), to mention only a few.

Although this conceptual approach to empowerment addresses concerns distinct from
those preoccupying the management discipline, its underlying notions are not entirely
divorced from the approaches previously identified in the management literature. For
example, the notion of empowerment as an antidote to powerlessness is often
mentioned in the management literature (Burke, 1986; Kanungo, 1992) and is of
course central in Conger and Kanungo's (1988) approach to empowerment and in the
notion of "psychological empowerment" (Thomas and Velthouse, 1990; Spreitzer,
1995). Moreover, Kanter (1977) a long time ago identified feelings of powerlessness
among organisational members as hindering effective behaviour and furthermore
organisational effectiveness. She further proposed as antidotes, among others,
structural changes in organisation hierarchy and the devolution of decision-making
rights, which both increase people's access to power and consequently latitude,
individual autonomy and discretion (ibid.).

A different approach was taken by Lashley (1996b), who has carried out a substantial
amount of qualitative research on empowerment within a number of hospitality
organisations. His approach is rather innovative within the empowerment theory in
hospitality in that, instead of providing a definition o f empowerment on a theoretical
or etymological basis, as most of the authors on the subject have done, he proposes to
define it on the basis o f the underlying managerial intentions and meanings, when the
concept is applied in practice. He, thus, identifies "four distinct but overlapping

..managerial intentions for empowerment", namely empowerment through
6.participation", "empowerment through involvement", empowerment through

commitment" and "empowerment through delayering" (Lashley, 1996b: 336-338).
Empowerment through participation "is concerned with giving employees some
decision making authority in aspects of work organisation which had formally been
the domain of management". Examples of management initiatives include
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autonomous work groups, "Whatever-it-takes" trainingt, job enrichment, work
councils and employee directors (Lashley, 1996a). Empowerment through
involvement "relates to those initiatives where managers are chiefly concerned to gain
from the experiences and expertise of employees". Examples include quality circles,
team briefings and suggestion schemes (ibid.). Empowerment through commitment
aims "to improve employee commitment through the changes in working
arrangements introduced" often through both "empowerment through participation"
and "empowerment through involvement" practices. Examples include employee
share ownership plans, profit-sharing and bonus schemes and quality of working life
programmes, such as job rotation and job enlargement (ibid.). Finally, in the case of
empowerment through delayering "managerial intentions include a desire to provide
more focus on the sources of organisational profits" by the removal of management
layers. Examples include job redesign, retraining, autonomous work groups, job
enrichment and profit-sharing and bonus schemes (ibid.).

Although the work of Lashley is an interesting and useful attempt to identify and
classify the various forms that empowerment takes in practice, it does not in the end
offer a clear understanding of what empowerment actually is. The underlying theme
o f the management initiatives he describes is not identified and, more importantly, he
does not explain why old and well-known management ideas and concepts are
suddenly presented under the guise of empowerment. Most crucially it is not clear,
whether it is exactly this "unidentified" underlying theme that has impelled the re-
labelling of these old management ideas and concepts as "empowerment" or whether
this "re-labelling" conceals in fact management's real intention "to employ the
rhetorical advantage of the term". as Lashley (1997: 32) himself recognises elsewhere.

2.2.2...Carrying Echoes of Old Ideas and Concepts

Lashley's approach to empowerment adds to the confusion created by the previously
described divergence of conceptual approaches to and definitions of empowerment a
more critical question regarding the conceptual properties of the notion. In particular,
it directly introduces the problem of the close affinity of empowerment with older
well-known management ideas and concepts, which is generally evident in the
empowerment literature. Empowerment is often perceived, for example, as giving
employees more scope to do their job (Hope and Muhlemann, 1998), which according
to Wynne (1993) simply represents "job enlargement", especially if it is not
accompanied by a commensurate reward for the additional tasks, as is often the case.
Furthermore, Lewis (1995) contends that empowerment is a form ofjob enrichment,
presumably because "job enrichment occurs where a significant element o f discretion
and self-supervision is added to jobs" (Hales, 1993: 123). The fact that both job

' "Whatever-it-takes"  (WIT) was a training initiative of Marriott Hotels UK in the context of their
Total Quality Management programme and, in particular, of their "empowerment strategy" introduced
in the early 1990s (Lashley and Taylor. 1998: 163). The initiative intended to convey the message "that
employees had increased discretion to act in the light of service failures or non-standard scenarios.
which threatened guest satis faction" (ibid.). In his approach. Lashley (1996a: 1996b) presumably uses
the title of this programme as an umbrella term for formal initiatives in hospitality, which entail the
element o f delegation o f decision-making authority to customer-contact employees, in order to respond
to customer needs, complaints or problems according to their judgement.
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enlargement and job enrichment have also been presented as management initiatives
undertaken in the context ofenipowerment (Lashley, 1996a) adds to the confusion.

The notion of empowerment also carries echoes of the principle of decentralisation,
which, just as empowerment, enhances individual autonomy with the end of making
the organisation more flexible and more responsive to contextual demands (Hales,
1993). The direct linking of empowerment with decentralisation is evidenced in many
definitions o f empowerment, which actually describe it as a process o f decentralising
decision-making in an organisation (Brymer, 1991; Jones and Davies, 1991; Woods
and King, 1996). Interestingly, a contingency approach that has been used to explain
the necessity of the move from bureaucratic to more decentralised forms of
organisation (Hales, 1993), has also been used to prescribe the most suitable approach
to service on a theoretical continuum between a "production-line approach" and an
"empowerment approach" (Bowen and Lawler, 1992).

2.3 Underlying Notions of Empowerment

A precondition for determining the meaning of empowerment is to identify its
underlying notions, if possible, even within this diverse "population" of conceptual
approaches and definitions. But first it is necessary to make a critical distinction
between the conceptual approaches to empowerment within management previously
presented. In particular, it is important to note that within management there are
principally two essentially different approaches, the "management approach" and the
"psychological approach". The central underlying theme of the management
approach, which is also adopted by the large majority of the service and hospitality
management literature, is the delegation o f decision-making power and authority. The
emphasis of this approach lies on the management interventions, which are used for
the formal delegation of power and authority to the lower levels of organisational
hierarchy and on the preconditions that are required for the delegation of authority to
result in the performance of the intended behaviour (e.g. Bowen and Lawler,  1992;
Baum, 1995). The psychological approach considers empowerment from the
psychological perspective, that is as experienced by those who are targeted by
management interventions and examines their psychological impact on individuals
(Thomas and Velthouse, 1990; Spreitzer, 1995). As the use of the term
"empowerment" to describe both the transfer of power and the experience of this
transfer of power by individuals creates the danger of confusion and tautological
considerations, a clear distinction is made in the present study between the notion of
"empowerment" and that o f "psychological empowerment". This danger is clear, for
example, in the research of Sparrowe (1994:  51), who, although he operationalises the
construct of psychological empowerment, talks about "[commonplace] efforts to
foster empowerment among frontline service workers in the hospitality industry". Yet,
this is hardly the case, as the overwhelming majority of accounts of empowerment in
the hospitality industry report few efforts - or even concerns - to foster
(psychological) empowerment. Similar confusion is created by Kelley (1993), who
uses in his study the term empowerment to describe both the managerial and the
psychological dimension of empowerment. In particular, although he begins (p. 104)
to define empowerment as "the process of enhancing feelings of self-efficacy among
organisational members" following the approach o f Conger and Kanungo, argues later
(p. 116) that "empowerment of frontline personnel is a strategic decision that must be
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made by service managers based on the goals and service objectives of the
organisation" Unless, of course, Kelley (1993) implies that for certain organisations a
good strategy might be not "to enhance feelings of self-efficacy" among frontline
employees, it is clear that the use of the term "empowerment" to describe
interchangeably both notions only increases the conceptual ambiguity surrounding the
term.

Excluding accounts of psychological empowerment, it is further interesting to note
that empowerment in both the management context and the social context seems to
pursue both a "narrow" end of employee/individual or group autonomy and a
"broader" end of employee/individual or group development. In fact, in both contexts
the enhancement of individual/group autonomy is often perceived as a means to the
"superior" end of individual/group development. In the social context this is explicit
in the distinction of Sorensen (1997: 555) between empowerment as part of a
"predominantly aggregative theory of democracy" and empowerment as part of a
"predominantly integrative theory of democracy" In the first case empowerment
means "ensuring individuals an equal share o f in fluence in the processes o f collective

"decision-making and maintaining the largest possible sphere of individual autonomy
(ibid.: 556). And in the second, empowerment means, "increasing the ability of each
individual to internalise a holistic perspective on societal governance and to develop
their social and intellectual capacities" (p.557). Sorensen (1997: 557) further contends
that a democratic empowerment strategy "must propose democratic institutions which
ensure that individuals have an equal access to channels of influence and a sphere of
individual autonomy [and additionally] must promote procedures which contribute to
the production of democratic citizens".

A similar distinction of empowerment is strongly present in the management
literature. For example, Ripley and Ripley (1992: 21) beyond an "aggregativei"
definition of empowerment as "the vesting of decision-making or approval authority
to employees" distinguish also an "integrative" definition of empowerment as
"providing the framework and giving permission to the total workforce in order to
unleash, develop, and utilise their skills and knowledge to their fullest potential for the
good of the organisation as well as for themselves". In fact, the notion of enhancing
autonomy as a means to the end of unleashing, developing and utilising the potential
ofemployees to their fullest extent is overwhelmingly emphasised in the management
literature on empowerment (e.g. Carlzon, 1987; Zemke and Schaaf, 1989; Brymer,
1991; Randolph, 1995; Maxwell, 1997). Although it should be noted that in the
management context individual development is seen more as a means to
(organisational) performance-related ends, as organisations are urged to develop and
subsequently exploit employee potential, whilst in the social context individual
development is rather an end in itself.

An additional point that needs to be addressed relates to the focus of empowerment
approaches in the organisational context, which predominantly involve product and/or
service quality. In fact, Sewell and Wilkinson (1992: 101) define empowerment as the
process through which responsibility for quality is delegated to the point of
production. As the "point of production" of services is the point of interaction of

2 The terms "aggregative" and "integrative" are added here by the author.
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frontline employees with customers, Sewell and Wilkinson's definition could easily
replace the majority of definitions of empowerment in services and hospitality, which
either refer explicitly to quality control by frontline employees (e.g. Lovelock, 1995),
or implicitly to the enhancement of service quality at the point of interaction of
employees with customers. Interestingly, the linking of empowerment to product or
service quality has also been officially instituted in the broader economy. For
example. the Malcolm Baldridge National Quality Award criteria "link empowerment
to enhanced employee authority to act...such  as when quality standards  may  be
compromised" (1990 Application Guidelines for the Malcolm Baldridge National
Quality Award in Hayes, 1994: 43).

Despite this unanimity within the management discipline, it cannot be ignored that the
integration of the dimension of quality - implicit or explicit - in the various
definitions of empowerment is rather arbitrary and certainly not justified by the
etymological properties of the term "empowerment". Frontline employees - and any
other member of an organisation - can be empowered to enhance product or service
quality, just as they can be empowered to make whichever work related decision or
perform whatever additional task. Indeed, Ripley and Ripley (1992) refer also to the
empowerment of middle managers, who were also the principal concern in Kanter's
(1977) discussion on empowerment, whereas empowerment initiatives have
occasionally targeted hotel managers (Jones and Davies, 1991), general area
supervisors and fast-food outlet managers (Lashley, 1995). Empowerment in those
cases - in theoretical, as much as in industry practice accounts - extended beyond the
domain of product or service quality to include a wide spectrum of management
functions. It is therefore argued that incorporating the enhancement of quality in the
notion of empowerment is a terminological inaccuracy making use of a sort of "poetic
license", in order to outline the domains of a concrete, indeed, management idea: that
by devolving responsibility to lower level or frontline employees for product and
service quality, these (i.e. product and service quality) will most likely improve.
Regardless of the term eventually ascribed to this management  idea,  it is important to
recognise that this concept is indeed present in the management literature and has
received remarkable attention, both in theory and in practice.

In fact, the origins of this management idea appear to go back several decades and in
particular to the development of ideas of total quality management. Juran (1974) and
Juran and Gryna (1970) in their gigantic work on quality control talk about "the
concept o f sel f-control", which refers to "the idea that control must be delegated down
to the work level, where the action takes place'" (Juran and Gryna, 1970: 12). The
echoes of the notion o f empowerment become stronger in the sentences below, which

3 In fact, Sewell and Wilkinson (1992) citing later editions of the same textbooks claim that this
process of "the delegation of responsibility for quality to the point of production" is referred to by
Juran (1979) and Juran and Grunya (1980) as "worker empowerment". [The reference of Juran and
Grunya (1980) Quality Analysis and Planning is obviously inaccurate and the authors probably refer to
Juran and Gryna (1979) Qualin, Planning and.4nalt·sis.] Although I have checked both these
textbooks, as well as later editions of these (i.e. Juran and Gryna, 1988: Juran and Gryna, 1980). it was
impossible to find any reference to the term "empowerment". The term "empowerment" was not
mentioned anywhere in the sections referring to the concept of"self-control" - which, however, as
shown here, did include a very similar definition to the one cited in Sewell and Wilkinson - and was
further not included in the indexes of any of the later editions of these books cited here.
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imniediately follow the above-cited definition. Juran and Gryna (1970: 12-13)
continue:

"Failing this, the supervisors. engineers, and managers, though badly needed
for planning and breakthrough activities, become bogged clown in an endless
succession of control crises.  By creating the conditions  of self-control at the
bottom, the management hierarchy is liberated from the great majority of
control tasks and can de\,ote themselves to creative work as well as to the
residue ofcontrol work 1,·hich tile people at the work level cannot handle."

Indeed, this has been one of the strongest arguments in favour of the empowerment
approach. For example, Brymer (1991: 61-62) contends that, "as employees make
more decisions on their own [during guest service], managers will have more time to
handle the many other tasks for which they are responsible" Or, as Edward G.
Sullivan (cited in Go, Monachello and Baum, 1996: 61), former regional vice
president of Hyatt Hotels and Resorts, had put it, empowerment will "free up more
time for managers to focus on the tasks o f being a manager". Interestingly, the idea of
devolving responsibility for quality control to the line worker has also been a central
theme in the very popular book of Peters and Waterman (1982), which has sparked
after its publication an abundance of bibliography on quality-related issues, including
empowerment. Juran and Gryna (1970: 13) further argue that the concept of "self-
control" is not limited to control of quality, but rather is "universal" and "applies with
equal force to control of cost, delivery, safety, anything". It is applicable "to the
General Manager responsible for running a company division at a profit, the plant
manager responsible for meeting the various goals set for that plant [and] the
machinist running a lathe" (Juran, 1974: 2-13). But even when applied to quality, the
concept of self-control is not limited to operative personnel, but to everyone whose
work influences quality (Juran and Gryna, 1970). This further supports the arguments
previously laid down that empowerment need not necessarily be restricted to the
domains of product or service quality, nor to frontline employees.

The identification of the origins of empowerment in the ideas of quality control and
total quality management is not revolutionary, in view of the  fact that empowerment
is an integral component of the total quality management framework (e.g. Sewell and
Wilkinson, 1992; Baldacchino, 1995; McArdle et al., 1995; Kerfoot and Knights,
1995; Partlow, 1996; Goldsmith et al., 1997; Breiter and Bloomquist, 1998). Not
surprisingly, as total quality management has been defined as "a management
philosophy embracing all activities through which the needs and expectations of the
customer and the community, and the objectives of the organisation are satisfied in
the most efficient and cost-effective way by maximising the potential of all employees
in a continuing drive for improvement" (Hope and Muhlemann, 1998: 368). As this
maximisation of human potential has also been shown to be a principal concern of the
human resource management paradigm, it can further be argued that human resource
management shares also the same roots - or at least an important part o f these - in the
ideas of total quality management.  It is, therefore, not surprising that quality, human
resource management and empowerment are self-contained disciplines in name, yet
largely overlapping in substance.
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2.4 An Integrated Conceptual Approach to Empowerment

The previous considerations regarding the conceptual properties o f empowerment and
its origins provide the foundations of the integrated conceptual framework of
empowerment proposed by the present study. This framework primarily proposes an

aggregative and an integrative definition of empowerment, which will further be used
to distinguish empowerment from the earlier mentioned older management ideas and
concepts. The proposed framework also integrates the notion of psychological

empowerment.

2.4.1 Aggregative and Integrative Definitions

Considering the distinction previously made between an aggregative and an
integrative approach to the notion of empowerment the present study proposes the

following definitions (Figure 2.1). From an aggregative perspective empowerment
may  generally be defined as"the  notion  of ceding to  individuals  or groups a  degree  of
autonomy" From an integrative perspective empowerment may be defined as "the
notion   of  enhancing   individual  or   group  development  to   its  full potentiar'. These

definitions may apply to individuals or groups either in the context of organisations or
in the context of the broader society. In the specific context of organisations it is
possible to recognise an even narrower aggregative definition of empowerment, which
is restricted to the issue of product and/or service quality. Thus, empowerment as a
management idea may be defined as "the notion of devolving decision-making
authority and responsibility for control and enhancement of product and/or service
quality  to  the point  ofproduction".The point o f production need not necessarily refer

to the worker in charge of the final stage of production of a product, but to the
workers involved in all stages of production, which eventually determine the quality
of the end product. It may begin with the worker in charge of controlling the raw
material introduced in the production process and may also include the administrative
work of supportive personnel, the quality of which also influences the quality of the
end-product. In general, empowerment concerns any individual in an organisation, in
whatever position, at whichever level, as all members o f an organisation are assigned
with a task, which they need to perform according to both quantitative and qualitative
standards. A direct implication deriving from the above definitions is that
empowerment does not represent an "either/or" situation (Jones, Taylor and Nickson,
1997), but rather a continuum from less empowerment to more empowerment

depending on the degree of authority (or power) delegated to the employees (Ripley
and Ripley, 1992; Sparks, Bradley and Callan, 1997).

The above definition of empowerment as a management idea applies of course also in
the hospitality and the hotel industry and concerns accordingly all members of the
organisation, including those with no direct contact with customers. For example,
kitchen staff may be empowered to control the cleanliness of a plate or the
presentation of a dish, just as maids may be empowered to inspect a room before the
arrival of the guest. Of course, customer-contact employees may also be empowered
to control the quality o f service rendered to guests and their level of satisfaction with
it and take corrective action to enhance quality, once they detect a problem or sense

that the guest is for some reason not satisfied. The conceptualisation o f empowerment
as a notion concerning both "back-of-house" and "front-of-house" employees is in
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line with the arguments of Ghillyer and Lockwood (1994: 10), who recognise a
"proactive", as well as a "reactive" form of empowerment. Under the proactive form
"every employee is encouraged to make a creative input to his work performance,
whatever his position  in the organisation or level of contact with customers, based on
his/her own skills and experience". A reactive form of empowerment "should be
available as a resource of operational autonomy to those frontline employees such that
they are 'enabled' to act beyond a script to do 'whatever it takes' to meet the needs of
a customer" (ibid.: 11). The only difference with the approach proposed by this study
is that both the proactive and reactive forms of empowerment are applicable to all
members of the organisation and therefore to back-of-house, as much as to front-of-
house employees. They should all be given "the authority and responsibility to control
and enhance product and service quality" by making "a creative input to [their] work
performance" and by acting "beyond a script to do 'whatever it takes' to meet the
needs of an [internal] customer" or simply to meet the quality standards of their tasks.

The Notion of Empowerment

Aggregative definition Integrative definition
"The notion of ceding to individuals or    ==    "The notion  of enhancing  individual  or
groups a  degree  o.f autonomy" group development to its.full  potentiar'

4 1
As a management idea "Empowerment as ali organisational

"The notion of de olving decision- programme involves providing the

making authority and responsibility for framework and giving permission to the
control and enhancement of product  ==* total workforce in order to unleash.
and/or service quality to the poilit of develop. and utilise their skills and
production" knowledge to their fullest potential for the

good of the organisation as well as for
theinselve.i (Ripley and Ripley, 1992: 21)

1                                4
In hospitality "More  indirectly,  empowerment  can  also  be

"The notion of devolving decision-making an enabling vehicle for learning companies,
authority and responsibility to frontline =, where there is a climate in which individual
employees for control and enhancement members are encouraged to learn and to
of service quality and customer develop  their  ftill potential" (Maxwell,
satisfaction during service deliven" 1997: 54)

Figure 2.1: The notion of empowerment: Aggregative and integrative definitions

2.4.2 Distinct Notions of Empowerment

In view of the close affinity of empowerment with older well-known management
ideas and concepts shown earlier, and foremost its recurrent equation with these, it is
important to examine whether the identified underlying notions of empowerment are
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distinct from those of older ideas and concepts. Primarily, empowerment needs to be
distinguished from the various fornis ofjob redesign, group working and employee
participation, which have been introduced as part of the process of "despecialisation"
(Hales, 1993). Despecialisation represents the case "for reversing the process of
detailed division of labour and separation o f management functions from operational
work set in train by rationalisation" (ibid. 112). Secondly, empowerment needs to be
distinguished from the principle of decentralisation, which has been proposed as a
response to the inefficiencies of the bureaucratic organisation, characterised by
inflexibility and slow adaptability (ibid.).

Empowerment and despecialisation

Regarding the distinction o f empowerment from the notions introduced in the context
of despecialisation it is first important to emphasise that the initial motive behind the
move for despecialisation was the need to improve the quality of working life of
employees, which suffered in the context ofthe rationalised work organisation (Hales,
1993). It stemmed further from the "growing recognition that improving the quality of
work life and considering the human consequences of organisational arrangements are
as important a measure of a system's 'effectiveness' as economic indicators" (Kanter,
1977: 265). The move for despecialisation resulted in a range of forms of job
redesign, horizontally, such as job rotation and job enlargement and vertically, such as
job enrichment (Hales,  1993). At the level of the group/organisation, despecialisation
included task forces and project teams (e.g. quality circles) and autonomous work
groups, while at the level of the organisation it involved various forms of employee
participation, as, for example, consultative bodies (e.g. work councils),
codetermination (e.g. employee directors) and financial participation (e.g. profit
sharing. employee share ownership) (ibid.). At the level of the job and
group/organisation, the quality of working life aspirations of despecialisation ensued
from relieving monotony through task variety, from creating the experience in job
incumbents of involvement and completion of a whole work sequence and,  in the case
ofjob enrichment and autonomous work groups, from integrating into the job content
increased autonomy, responsibility and opportunities for self-development (ibid.).
Evidence of the quality of working life aspirations of job redesign concepts is
provided by the fact that job enrichment has been proposed in the context of the
motivational theory of Herzberg as a way of creating more motivating jobs (Cotton,
1993; Luthans, 1995). This would occur from the enhanced opportunities in
"enriched" jobs for individual autonomy and responsibility, achievement, recognition,
advancement and self-development (Luthans, 1995.). The quality of working life aims
of employee participation are realised through enhanced commitment and job
satisfaction, which derive from the opportunity that employees have to become
involved and participate in decisions affecting their working lives (Hales, 1993).

The humanistic concerns about the rationalised work organisation have been
subsequently accompanied by pragmatic concerns and the move for despecialisation
of work was further justified by the fact that employee deprivations eventually lead to
sub-optimal performance and ultimately organisational inefficiency (Hales, 1993;
Luthans,  1995). Thus, horizontal and vertical forms  of job redesign also promised
efficiency gains through enhancing flexibility, higher productivity and less
absenteeism and labour turnover thanks to enhanced job satisfaction (Hales, 1993).
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Similar aspirations were embraced by despecialisation at the level of
group/organisation, which additionally encompassed goals of quality control and
development of better practices and furthermore, in the case of autonomous work
groups, of cost efficiency by eliminating a supervisory layer (Cotton, 1993). Still, it is
important to emphasise that economic and efficiency aspirations followed - rather
than preceded - humanistic concerns, mainly in response to labour shortages and the
problem of attracting workers to routine factory and office employment (Hales,  1993:
143).

Unlike the move for despecialisation, the initial - and, in fact, predominant - motives
behind the empowerment "movement" have been of an economic nature and are
related to product and service quality, flexibility and, in the case of delayering, cost
economy. As Eccles (1993: 13) argues "empowerment has become fashionable, not
from any moral imperative about involving employees in the schemes o f the company
nor is it a response to higher values o f democracy", but rather "a functional response
to the new demands of competition, markets and customers" (p.20). Indeed, this is
mirrored in the vast majority of theoretical approaches to empowerment over time
(e.g. Peters, 1989; Brymer, 1991; Hope and Muhlemann, 1998), but foremost in the
ends eventually pursued by organisations in practice (e.g. Carlzon, 1987; Ashness and
Lashley, 1995; Parsons, 1995; Maxwell, 1997). Quality of working li fe concerns are
vaguely present in the empowerment literature and even when they are referred to,
they are mostly underrated in contrast to the economic concerns and rather seem to be
promoted as "arguments in favour", as opposed to principal goals to be encompassed
in the management agenda. Thus, the often-mentioned "ownership" and
meaningfulness of "empowered" jobs, which are in turn presumed to enhance job
satisfaction, are not perceived as ends in themselves, but rather as means to - again -
economic ends ensuing from lower labour turnover, less absenteeism (Goldsmith et
al., 1997; Hope and Muhlemann, 1998) or even fewer union organising drives (Bowen
and Lawler, 1992). Even the humanistic cry of Peters (1989: 376) to "de-humiliate"
the work process by eliminating policies and practices that "demean and belittle
human dignity" conveys also pragmatic concerns, in order to get people "to care about
product quality and constant improvement" (p.382). The nature of the predominant
aspirations of empowerment are summarised in the often-used quote of J. Willard
Marriott Sr. - the founder of the well-known hotel company - that "it takes happy
employees to make happy customers" (Barbee and Bott, 1991: 30; Hope and
Muhlemann, 1998: 373) Exceptions of humanistic concerns in the empowerment
movement relate to the feelings of powerlessness and helplessness experienced among
organisational members, however, these appear to be rooted in the minimal power
granted to certain jobs or individuals (Kanter. 1977) and less in the nature of the tasks
allocated to these. Empowerment is further distinct from the various forms of
despecialisation, as their focus is usually and predominantly on the entire job content,
that is on tasks, procedures and usually less on the autonomy element, whilst the focus
of empowerment is almost exclusively on the autonomy element ofjobs.

In conclusion, the available literature on empowerment provides little support for the
assertion that the empowerment movement forms part or a continuation of the quality
of working life movement. On the contrary, despecialisation has been rather
integrated in the work context, as management tried to employ the efficiency benefits
flowing from various forms of despecialisation, whereas empowerment has been
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imposed in the work context, as management pursued efficiency ends through
restructuring and reorganisation. Therefore, the concept of empowerment should not
be  equated  to  any  form  o f job redesign or despecialisation  at the level of group  or
organisation. Evidently, "empowered" jobs are also "enriched" to the extent that some
authority or autonomy is added to the job content and adversely job enrichment entails
elements of empowerment, so long as it enhances individual autonomy (aggregative
definition) or aims at individual development to its full potential (integrative
definition).

Empowerment and decentralisation

A distinction between the notion of empowerment and the principle of
decentralisation is more difficult to establish. Primarily, because their underlying
motives are remarkably similar and secondly, because in both cases some degree of
power is devolved to lower levels oforganisational hierarchy.

Indeed, the principal concern of decentralisation has been the inflexible and slow
response to change engendered in the traditional bureaucratic organisation and
additionally the quest for flexibility and organisational responsiveness as a result of
increasing pressure from the external environment (Hales, 1993). Identical concerns
and aspirations have already been described in Chapter 1 as forming part of the
context in which the notion of empowerment emerged. However, another important
part of this context has been shown to be the identification of the facets of service
quality and the subsequent shift in the approach to the delivery of service, which
placed authority and responsibility for service quality as close as possible to the
customer. Thus, empowerment is not merely heralded as a macro-strategy for
organisational flexibility and adaptability, but predominantly as a micro-strategy for
controlling and enhancing product and/or service quality at the point of production.
What is more, "integrative" approaches to empowerment focus on individual
development to its full potential  for the benefit o f the organisation, a motive, which is
hardly - if at all - a concern of the principle of decentralisation.

The predominant emphasis in accounts of empowerment on operative personnel (i.e.
frontline employees) introduces further a basic distinction between the conceptual
properties of the management idea of empowerment and those of decentralisation. In
fact, the latter involves the devolution of management functions to middle and junior
managers and professional staff (i.e. specialist knowledge workers), "who, to a greater
extent than before, manage themselves" (Hales, 1993: 156). On the contrary, the
empowerment theory concentrates almost exclusively on employees at the lower level
of organisational hierarchy, with only sporadic attention devoted to middle or junior
managers. In addition, empowerment, rather than devolving management functions to
frontline employees, merely grants some degree of decision-making authority and
responsibility on a restricted and concrete spectrum of decisions, notably those
affecting product or service quality. For the rest, employees are not necessarily
granted with greater discretion over, for example, what tasks they perform and how
they perform these and with respect to the performance of these tasks remain largely
subject to external, managerial control. In short, whereas decentralisation is concerned
with the devolution of managerial functions to middle and junior managers,
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empowerment is merely concerned with the devolution of decision-making authority
for product or service quality predominantly to operative, frontline personnel.

In conclusion, there is little evidence that the empowerment movement represents a
continuation or an extension of the principle of decentralisation and therefore
empowerment should not be equated to decentralisation. Nevertheless, it should be
recognised that empowerment represents a suitable fit in the context of
decentralisation and eventually its application in practice seems to presuppose at least
some degree of decentralisation (e.g. Parsons, 1995).

Regarding the issue of the close affinity of empowerment with older management
ideas and concepts it is important to emphasise that whatever changes are introduced
in the work context cannot be seen as exclusively related to and impacting upon a
single aspect of the job content or context, but most certainly on more. Just as
empowerment adds to the job content some degree of discretion, which inevitably
results in some "enrichment" and/or enlargement of the job, job enrichment results  in
some degree of empowerment of the job incumbent. However, this does not justify
equating the above notions or using these terms interchangeably, as this is misleading
primarily regarding their distinct conceptual properties and foremost regarding their
distinct aspirations. Similarly, the notions developed in the context of the Quality of
Working Life movement cannot be seen only in terms of their impact on quality of
working life, but also in economic terms, just as decisions, ideas and concepts
designed to improve organisational efficiency cannot be seen exclusively iii terms of
their economic impact, but also in terms of their impact on quality of working life. In
any case, changes in the organisational setting inevitably impact upon the various
stakeholders involved, should that be the shareholders, management or employees, the
government or even the broader Community or society. Hence, concerns of all these
stakeholders are bound to accompany any organisational development. In comparing,
therefore, empowerment with notions of despecialisation and the principle of
decentralisation it is important not merely to examine the common conceptual
properties of these notions, but most crucially the distinct concerns that have sparked
their emergence.

2.4.3 Psychological Empowerment in Context

The earlier recognition that the notion o f empowerment is distinct from psychological
empowerment does not necessarily imply that these two approaches are unrelated. In
fact, both approaches seem to pursue similar ends and there is in essence no
contradiction between them regarding the intended outcomes of empowerment or the
behavioural effects o f psychological empowerment. According to the psychological
approach these behavioural effects include innovative behaviour (Spreitzer, 1995),
high effort, commitment, involvement, creativity and initiative (Thomas and
Velthouse, 1990). All of these also constitute the behavioural outcomes of
empowerment according to the management approach. The application of
empowerment is again argued to lead to creativity and innovation (Ripley and Ripley,
1992).high effort (Jones, Taylor and Nickson, 1997), commitment and involvement
(Lashley, 1996a) and initiative (Maxwell, 1997). However. the difference between the
behavioural outcomes of empowerment and those of psychological empowerment is
that the latter can be achieved even "in the absence of specific initiatives by leaders to
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produce [them]" (Sparrowe, 1994: 52). This is because psychological empowerment is
not only caused by work context variables, but also by personality traits (Spreitzer,
1995). As a result, the same empowerment initiatives performed in different
organisational settings may have dramatically different outcomes, since individuals'
different personal experiences and affiliations to work influence the way they
experience empowerment (Lashley, 1996b). It is therefore evident that the
effectiveness of the various empowerment interventions does not solely rely on the
content of the interventions themselves, but mostly on the way that they are perceived
and experienced by individuals.

The above arguments are consistent with the conceptual model of Thomas and
Velthouse (1991), as well as with the operational model proposed by Spreitzer (1995)
In particular, Thomas and Velthouse propose that the effectiveness of empowerment
interventions (i.e. participative management techniques), which principally aim at
providing "choice" to employees, will depend on the state of the other three task
assessments. Notably, on whether employees perceive the objectives of these
empowerment interventions as meaningful. on whether they perceive themselves as
having sufficient competencies in the form of knowledge and skills to participate
effectively and on whether they perceive that their eventual participation will have
impact on or "make a difference" for the organisation (ibid.). A similar approach is
also followed by Spreitzer who sees psychological empowerment as the "intervening
factor" between empowerment interventions. such as access to information and
rewards, and their behavioural effects, such as managerial effectiveness and
innovation. The difference is that Spreitzer adds to empowerment interventions
personality traits, such as sel f-esteem and "locus of control", which are hypothesised
to enhance psychological empowerment. Finally, Conger and Kanungo (1988) also
perceive the psychological experience of managerial strategies and techniques by
employees as a necessary stage leading to initiation and persistence of behaviour.

Empowerment and Psychological empowerment : Behai ioural effects
management interventions       b-

v       The way individualsperceti·e =  Creativity, initiati,e,
Delegation of authority and : and erperience management : commitment. ini·01,·ement,
interventions in Ch. 3 interventions high effort

Figure 2.2: Psychological empowerment in context

To integrate the above analysis in the conceptual proposition of the present study, it is
argued that the devolution of authority and responsibility for control and enhancement
of product and service quality to individuals (empowerment intervention) is not on its
own sufficient to induce the intended employee behaviour during service delivery.
According to Thomas and Velthouse (1990: 669) "individuals' judgements and
behaviour regarding tasks also are shaped by cognitions that go beyond verifiable
reality". In practice this means that even if resources are decentralised in objective
reality, this will have little influence on individual behaviour, "if employees are not
informed that those resources are available for their use". which pertains to
"perceptual reality" (Spreitzer, 1996: 486). In short, the interest of the present study
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will not merely be in the content of empowerment interventions (objective reality),
but predominantly on individual employee perceptions regarding those interventions
(perceptual reality). The focus on employee perceptions will be maintained regarding
the range of management and organisational interventions, which, as will be argued in
the following chapter, need to accompany empowerment interventions, in order to
achieve the targeted outcomes iii employee behaviour. Therefore, the present study
integrates the notion of psychological empowerment indirectly through evaluating
management interventions mainly on the basis of job incumbent perceptions of these
interventions (Figure 2.2).

2.5 The Scope of the Present Study

Since the field of the present study is the hotel industry and in particular its upscale
and luxury segment, it is first necessary to define empowerment in the specific context
of hospitality and, second, to substantiate the study's focus on upscale and luxury
hotels.

2.5.1 Empowerment in Hospitality

Despite the lack of an agreed definition of empowerment in the hospitality
management literature, there seems to be some unanimity regarding the underlying
notions of the concept. ln particular, most of the accounts of empowerment interpret
the term as delegation of decision-making authority (Maxwell, 1997) targeting
customer-contact/frontline employees and focus on the employee-guest encounter
(Wynne,  1993). The common goal in all these accounts is the enhancement of service
quality and customer satisfaction, as employees are able to meet and respond
promptly to unpredictable service situations according to their judgement, without
reference to an interminable hierarchy (Baum, 1997). Thus, the conceptualisation of
empowerment in hospitality is very close to the "narrow aggregative" definition ofthe
underlying management idea offered earlier in this chapter. The only difference is that
the focus is not generally on "the point of production", but specifically on the point of
production (and consumption) of service. In particular, the empowerment theory in
hospitality overwhelmingly supports the idea that management should delegate
authority and responsibility to frontline employees to recover from service failures, by
resolving guests' complaints and problems on the spot and to enhance customer
satisfaction by exceeding their expectations during service delivery. The literature
offers many examples of service failures that employees should be able to recti fy on
their own if ceded the proper authority (s. for example, Brymer, 1991; Bowen and
Lawler, 1992) and acts of "empowered" employees exceeding customers'
expectations have been widely quoted in the literature. They may range from simple
initiatives, such as a bellman bringing a guest an iron and ironing board after
overhearing that the guest had forgotten to send his suit to the cleaners for pressing
(Brymer, 1991), to more exaggerated acts, such as a porter undertaking detective work
to trace a guest's lost wallet in a taxi (Lashley, 1996a) or a ticket agent who drove
passengers fifty miles to catch a connecting flight (Hope and Muhlemann, 1998)

Considering the above, empowerment in the context of hospitality is defined
specifically as "the Ilotioll of derolvi,ig decision-maki,ig awhority aitd responsibility
to frontline employees for control and enhancement of service quality and citstomer
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satisfaction during service delivery- (Figure 2.1). As the focus of this study is the
hotel industry, this will also be the "operational" definition of empowerment for the
field research. In contrast to the "narrow aggregative" definition offered earlier, this
definition merely describes one limited aspect ofempowerment, which corresponds to
what Ghillyer and Lockwood (1994) have described as a "reactive form of
empowerment", and is further restricted to frontline employees4. The focus on this
aspect of empowerment is not only made for reasons of consistency with the
overwhelming majority of literature on empowerment in hospitality, but foremost,
because even this limited aspect of the notion demands and deserves further
exploration. Primarily, because this "limited aspect of empowerment" represents in
substance the self-contained management idea that by devolving decision-making
authority and responsibility for service quality and customer satisfaction to frontline
employees, these (service quality and customer satisfaction) will most likely improve.
And secondly, because this management idea appears to be very important for both
the industry (e.g. Carlzon, 1987; Brymer, 1991; Widerman, 1993; Parsons, 1995;
Hales and Klidas, 1998) and its customers (e.g. Coyle and Dale, 1993; Johns, 1996).

In recognition of the inherent conceptual limitation of this "operational" definition, it
is important to emphasise that its selection does not intend to limit the scope of the
notion of empowerment, but rather the scope of the present study.

2.5.2 Focus on Upscale and Luxury Hotels

The selection o f upscale and luxury hotels as the specific context o f the present study
has been made on the grounds that such hotels would be where empowerment was
mostly required and most likely to occur. This may be demonstrated with the
contingencies proposed by Bowen and Lawler (1992), which determine whether the
selection o f the empowerment approach, in contrast to the "production-line" approach,
is more suitable and beneficial for a particular business. These contingencies refer to
the company's basic business strategy, its tie to the customer, the technology used, the
business environment and the types of people employed (ibid.: 37). These are dealt
with separately below:

Basic business strategy

According to Bowen and Lawler, the basic business strategy of an organisation may
range from offering high-volume service at the lowest possible cost to offering highly
customised and personalised service aiming at differentiation from the competition.
This contingency corresponds to the standardisation-customisation dimension of
service described by Bowen and Basch (1992) and Lashley and Taylor (1998). In
accordance with these authors, Bowen and Lawler argue that in the former case a
production-line approach is mostly suitable and beneficial for the business. because
the customers themselves highly value efficiency and speed at a low cost for a
standard product of a known and expected quality. Furthermore the added-value on
the product-offer from the investment in selection-recruitment, training and rewarding

4 The term ascribed to this definition - and, there fore, to the notion of empowerment as usually defined
in services and hospitality - should more accurately be "frontline employee empowerment", although
for reasons of consistency and simplicity the term "empowerment" is maintained throughout this study.
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of employees required in the context of the empowerment approach is minimal, as it is
not likely to enhance efficiency and speed of service delivery, or even negative, as it
may increase the cost of the product (ibid.). Good examples o f businesses favouring a
production-line approach are fast-food chain companies, where the entire service
delivery system relies upon efficiency and speed and the offer o f a highly standardised
product (Bowen and Basch, 1992: Bowen and Lawler, 1992). On the contrary,
operations, such as upscale restaurants and hotels, which aim at meeting the
individual needs of highly demanding customers, need to empower their employees in
order to be able to "customise" the service according to the different needs of each
customer (Lashley and Taylor, 1998)

Tie to the customer

The second contingency, which is somewhat related to the previous one, refers to the
nature of the tie to the customer, ranging from a simple transaction over a short time
period to a relationship over a long term period (Bowen and Lawler, 1992). According
to these authors empowerment is the most suitable approach when the company wants
to build a relationship with the customers or where the relationship itself is the
principle commodity of the service. Indeed, in operations relying on service
customisation a long-term tie to the customer is favoured, firstly, because there is an
opportunity to build a relationship due to the longer duration of the service provider-
customer interactions; and secondly, because the intangible-dominant nature of the
service offering increases the dependence upon the service provider-customer
interaction in delivering the service (Lashley and Taylor, 1998). Again, fast-food
operations could be contrasted with luxury hotels, with the delivery of service in the
former occasion relying upon short transactions, which allow minimal room for
building a relationship with the customer, whilst in the latter relying upon a wide
range of interactions with the service provider's personnel, which facilitate the
building of such relationship.

Although repeat business and customer loyalty are certainly welcome in every
business, for certain operations there are also economic reasons promoting investment
in long-term relationships with customers. These are reflected in the potential revenue
generated by a single customer who would continue to bring his business to the
company, which, as mentioned in Chapter  1, simultaneously represents  the  cost  o f
losing this customer to a competitor. Thus, luxury hotels have a strong motive to
maintain long-term relationships with customers and pursue customer loyalty, as this
effort is likely to yield a sizeable return, in contrast to fast-food operations, for
example, which do not have that much at stake in this respect. Consequently, luxury
hotels again seem to offer the appropriate environment for empowerment.

Business environment

With this contingency Bowen and Lawler refer to the unpredictability of the
environment in which a particular business operates. This contingency is similar to the
dimension of uncertainty-certainty referred to by Bowen and Basch, although in this
case the unpredictability introduced is restricted to the customer rather than the
general environment. In line with Bowen and Basch, Bowen and Lawler argue that the
more unpredictable the business environment, the more a particular business would
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need and presumably benefit from an empowerment approach. This is because the
unpredictability of the environment makes it impossible for management to predict
and anticipate all possible service situations and increases the chance that a non-
routine encounter will occur (Bowen and Basch, 1992). As such an environment
makes it difficult for management to "program" employees in order to respond to
every possible service scenario, it is preferable for management to empower
employees in order to respond instantly to the unpredictability introduced by the
environment and the customer (Bowen and Lawler, 1992). As in the previous
contingencies, fast-food operations can be contrasted with upscale and luxury hotels,
with the former operating in fairly certain environments and catering for quite
predictable customer needs and the latter operating in more uncertain environments
and catering for less predictable customer needs. Consequently, upscale and luxury
hotels would most probably need and benefit from empowering their workforce
especially in their dealings with customers.

An important attribute of the business environment, not mentioned by Bowen and
Lawler, is further the extent to which the business environment is subject to external
regulations. For example, the airline industry, which Bowen and Lawler consider a
business favouring the empowerment approach due to the unpredictability of the
environment, is also a business circumscribed by strict regulations imposed by the
International Air Travel Association (IATA), national governments and state bilateral
agreements (Doganis, 1991). These often allow very limited room for interpretation or
flexible and selective application and airline employees are obliged to conform to
these irrespective of customer requests or the possibility of customer dissatisfaction.
Compared to airlines, hotels are hardly subject to such regulations and therefore allow
again more latitude for employee initiatives in that respect.

Technology and types of people

The last two contingencies of Bowen and Lawler offer some support, although not as
strong as with the previous contingencies, for the argument that upscale and luxury
hotels would be where empowerment is most likely to be found. Bowen and Lawler
argue that routine and simple technology, such as that used in fast-food operations, is
likely to limit the room for empowerment, as opposed to non-routine and complex
technology, which is likely to increase the need for empowerment. Although they do
not mention an example, where such non-routine technology is applied, it can be
argued that unlike fast-food operations, the technology used in upscale and luxury
hotels does not reduce the need for empowerment, nor does it inhibit its adoption.

Finally, by "types o f people" Bowen and Lawler re fer to managers and employees as
seen by MeGregor's Theory X management view, as opposed to managers and
employees as seen by the Theory Y management view. They argue that the
empowerment approach demands Theory Y managers and employees with high
growth needs, high social needs and strong interpersonal skills, whereas people at the
opposite extreme rather favour a production-line approach. Although it is difficult to
link Theory Y or Theory X types o f people with a particular business setting, looking
within the hotel industry it might be argued that there are more chances to find Theory
Y managers and employees in upscale and luxury hotels, compared to, for example,
two star hotels. This is because upscale and luxury hotels being the market's "elite"
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and demanding accordingly the "elite" of the workforce are more likely to attract and
employ employees with relatively higher growth needs and stronger interpersonal
skills, which are considered very important in that sector (Owen and Teare, 1996;
Jones, Taylor and Nickson, 1997). Accordingly the managers in these hotels being
used in dealing with a more knowledgeable and motivated workforce are more likely
to incline towards Theory Y, than Theory X.

In general, the contingencies proposed by Bowen and Lawler provide a quite solid
case for the appropriateness of the empowerment approach for upscale and luxury
hotels. Considering the link earlier made between total quality management, human
resource management and empowerment, one could also argue that the orientation of
these hotels to quality makes them, in fact, ideal environments for the adoption of
empowerment. Not only are upscale and luxury hotels where empowerment would be
mostly needed, but also where it could be supported, since these hotels are most likely
to develop and implement an integrated human resource management strategy. Not
surprisingly, most of the research, case studies and examples of empowerment
included in the hospitality management literature concentrate on upscale and luxury
hotels (e.g. Brymer, 1991; Harrell, 1996, Partlow, 1996, Woods and King, 1996;
Jones, Taylor and Nickson, 1997; Hales and Klidas, 1998).

2.6 Conclusions

Despite the different conceptual approaches to and definitions of empowerment the
preceding discussion has established that there are some underlying notions conveyed
in all these approaches. In particular, building on the proposition of S0rensen (1997),
it has been observed that empowerment is generally viewed from both an
"aggregative" and an "integrative" perspective. From an aggregative perspective
empowerment can be broadly defined as ceding to individuals or groups a degree of
autonomy, whereas from an integrative perspective it may be defined as [enhancing]
individual or group development to its full potential. Both these perspectives are
strongly present in the management literature, as well as in hospitality, which is the
particular focus of the present study. However, in management the notion of
empowerment viewed from an aggregative perspective has even a narrower meaning
and describes, in fact, a concrete management idea. Thus, empowerment as a
management idea has been defined as "the notion of devolving decision-making
authority and responsibility for control and enhancement of product and/or service
quality to  the  point  ofproduction" Actually, it has been shown that this management
idea originates from the concept of "self-control" elaborated in the work on quality
control of Juran (1974) and Juran and Gryna (1970), which has then been renamed as
"empowerment". Since the notion of -quality- is neither present, nor implied in the
etymological properties of empowerment, ascribing the term to this management idea
is argued to be arbitrary and eventually inaccurate. Yet, this should not overshadow
the fact that, even by the use of an inaccurate term, a concrete and very important
management idea is indeed conveyed.

In hospitality, even this specific management idea has been subjected to further
arbitrary conceptual restrictions, as the idea specifically pertains to "the notion of
devolving decision-making authority and responsibility to frontline employees for
control and enhancement  of service quality and customer satisfaction during service
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delivery". Although again there is no etymological justification why empowerment
should be restricted to frontline employees or exclusively to service quality, it cannot
be ignored that the management idea conveyed by the term is concrete and considered
very important by theorists, industry representatives and foremost customers. For that
reason it is this concrete management idea that will be the concern of this study.

A critical point in the present conceptual approach to empowerment is the distinction
of the notion from that of "psychological empowerment", which refers to the
psychological experience of the empowerment intervention by individuals. Yet, the
two notions are not necessarily unrelated and, in fact. the principal proposition of the
present approach to empowerment integrates the two notions into one conceptual
framework. It is argued specifically that the devolution of authority and responsibility
to individual workers will only be effective i f it is also perceived and experienced as
psychologically empowering. Therefore, what is of concern for the proposed
integrated framework is not merely the content o f empowerment interventions or that
of the accompanying management interventions, but predominantly individuals'
perceptions regarding those interventions. By focusing on job incumbent perceptions
o f these interventions, this study integrates the notion o f psychological empowerment
in the proposed conceptual model of implementing empowerment, which is presented
in the following chapter.
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CHAPTER 3

A CONCEPTUAL MODEL OF IMPLEMENTING EMPOWERAIENT

3.1 Introduction

As empowerment in hospitality aims at enhancing service quality and customer
satisfaction by allowing frontline employees to respond independently to customer
needs. requests or problems, the fundamental question becomes how to ensure that
employees will indeed develop the targeted behaviour. Which management
interventions or behaviours are needed in order to ensure the intended "empowered
behaviour" on the part of customer-contact employees? This is indeed one of the
central issues dealt with in the debate around empowerment (e.g. Bowen and Lawler,
1992; Brymer, 1991; Ghillyer and Lockwood, 1994) and the literature identifies a
range of management interventions and behaviours allegedly conducive to
empowered behaviour. However, the discussion remains in most cases theoretical,
lacking empirical support, and fragmented, in that it focuses each time on a restricted
set of interventions. This underlines further the simplicity of the empowerment theory,
which creates the impression that empowerment can be implemented with "the wave
of a magic wand" (Ghillyer and Lockwood,  1994:  3). Yet, accounts o f companies that
have engaged in empowernient "programmes" have shown that there is a large
distance between the empowerment rhetoric and the empowerment practice
(Baldacchino, 1995; Hales and Klidas, 1998), suggesting that the implementation of
empowerment in practice is more coniplex than supposed. There is consequently a
need for a more systematic approach to the important issue of implementing
empowerment, which will integrate the piecemeal theory on the "antecedents" of
empowered behaviour during service delivery into one conceptual framework.

Hence, the aim of this chapter is to provide an integrated conceptual model for
applying empowerment including specific research hypotheses to be tested. The
following section (Section 3.2) will specify the content of this "empowered
behaviour", which is the targeted outcome of the notion of empowerment. The
cornerstone of the integrated conceptual model will be laid in Section 3.3, where it
will be argued that the notion of empowerment does not propose or demand the
abolition of control of employee behaviour, but rather a shift in the way that such
control is exercised. Section 3.4 will describe a range of organisational and
management interventions and behaviours needed for the implementation of
empowerment and will provide theoretical support for their linkage to empowered
behaviour. Section 3.5 will subsequently summarise and present the specific research

hypotheses and Section 3.6 will describe a number of individual-related factors, which
will be used as "control variables" o f the conceptual model also due to their potential
influence of empowered behaviour. Finally, Section 3.7 will discuss the general
conclusions of this chapter and will attempt to substantiate the added value of the
proposed conceptual model of implementing empowerment.
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3.2 Empowered Behaviour

The empowerment theory describes adequately what constitutes the desired
empowered behaviour on the part of frontline employees that enhances service quality
and customer satisfaction. In general, employees are requested to exercise discretion
in their dealings with guests (Brymer, 1991; Goldsmith et al., 1997), in order to
ensure a satisfied customer at the end of each transaction. As opposed to blindly
adhering to rules and routine procedures, they should take initiative, improvise and
even bend the rules if they consider it necessary to satisfy customers (Hart, Heskett
and Earl Sasser, 1990). Employees should take action to resolve work-related
problems and customer complaints on their own without passing them to their
superiors (Parsons, 1995). I f they consider it necessary, in the case o f service failures,
employees should even make adjustments to guests' bills, offer free     gi fts,
complimentary drinks or meals, room-upgrades and make any other financial
concession, so as to ensure customer pacification and satisfaction (Jones, Taylor and
Nickson, 1997). It is important to emphasise that if employees need to get
management's approval prior to making financial concessions, then such behaviour is
not "empowered" (Sternberg, 1992). When employees receive a customer complaint,
they should take immediate action to resolve it, even i f the complaint is not directly
related to their area of responsibility (Brymer, 1991), the so-called "complaint
ownership" (Woods and King, 1996). Finally, employees should use creativity and do
"whatever it takes" to please guests and anticipate their needs (Jones, Taylor and
Nickson, 1997), even beyond what is expected of them (Brymer, 1991). In short,
"empowered behaviour" reflects the demonstration on the part of employees of
independent decision-making, initiative and creativity aiming at enhancing customer
satisfaction.

The employee behaviour described above could, in fact, be ascribed to the notion of
"employee discretion", which is associated with the selection and development of
alternative means for performing a task (Kelley, 1993). Kelley (1993: 106-107)
recognises three types of discretion: routine discretion, exercised when employees
"select a course of action from a set of possible means for accomplishing a task";
creative discretion, exercised "when employees must develop the means for
accomplishing a task"; and deviant discretion, involving "counter-role behaviours
[which] are not part o f the employee's formal job description and are not included in
management's role expectations for the ideal employee". In particular, it could be
argued that "empowered" behaviour corresponds to "creative discretion", as
employees are provided with a goal (i.e. customer satisfaction), which they pursue by
developing their own means (Kelley, 1993). Under this perspective, the initiative of
the bellman, described in the previous chapter. who provided a guest with an iron and
ironing board to press his suit seems to be an ideal example o f the exercise of creative
discretion. However, empowered behaviour may also entail the exercise of routine
discretion, in the occasion, for example, of rebates or adjustments to guests' bills,
which have been prescribed by management as appropriate means for resolving
customer complaints. The selection of any of the alternatives available in the context
of what Brymer (1991: 60) names "structured empowerment" would therefore be
typical examples of routine discretion.
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Despite this conceptual similarity between routine and creative discretion with
empowered behaviour, the notion of employee discretion is not ascribed in the present
study to the targeted behaviour o f empowerment. The reason for this is that the notion
o f employee discretion is beset with a significant conceptual ambiguity. In particular,
Kelley, Longfellow and Malehorn (1996) argue that the exercise o f deviant discretion
occurs in situations where the exercise of either routine or creative discretion is
considered undesirable by the organisation. Put another way, whether discretion is
routine/creative or deviant does not depend on the content of the behaviour per se, but
rather on the way that management perceives it. Thus, the initiative of the bellman,
although is both "novel.. .and heuristic rather than algorithmic" (Kelley,  1993:  106),
may in practice be deviant, i f for some reason management perceives it as undesirable
or inappropriate. Moreover, the assertion that the exercise o f routine discretion may be

perceived as deviant conveys an inherent contradiction. "Selecting a course of action
from a set of possible means for accomplishing a task" (routine discretion) inevitably
means that employees must be acting within the context of what management
perceives as "desirable and appropriate"

As the interest of the present study is in the content of employee behaviour, as
opposed to the way that it is perceived by the organisation, the behaviour targeted by
the concept of empowerment will be ascribed to the descriptive term "empowered
behaviour". The use of this term to describe this behaviour is not innovative, as the
term has been used for the same purpose by other authors (Werner, 1992: 58; Baum,
1995: 252; Jones, Taylor and Nickson, 1997: 551; Quinn and Spreitzer, 1997: 38).

3.3 Control of Empowered Behaviour

Having established independent decision-making and initiative taking as an important
feature of empowered employee behaviour, the inevitable question arises, whether
empowerment requires management to give up control over the behaviour of the
"empowered" employees. In fact, several authors contend that this is exactly the case
(Sternberg, 1992; Goldsmith et al., 1997), while others even argue that "control is
incompatible with empowerment in its true sense" (Baum, 1997: 111). The fear of
management about losing control over employee behaviour in the face of
empowerment is actually mirrored in accounts that "giving employees too much
latitude is similar to letting the inmates run the asylum" (Dobbs, 1993: 56) or to
"having the monkeys running the zoo" (Peters, 1989: 285). Despite the importance of
the issue o f control of employee behaviour during service delivery, the empowerment
theory does not provide an adequate response to management fears. Theoretical
assertions that management should embrace employees with a great deal o f trust (e.g.
Sternberg, 1992; Goldsmith et al., 1997), do not guarantee the fulfilment of
management's expectation that employees will exercise "good common sense"

(Brymer, 1991).

In an attempt to address the problem o f control o f empowered employees' behaviour,
Lashley (1996b: 336) contends that empowerment "is about shifting the locus of
control from externally imposed organisational control of employees to internalised
personal self-control by the employee" The question then becomes how can
management achieve this shift in the locus of control. In order to answer this question

it is important to quote Hales (1993: 56) who distinguishes four forms of managerial
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control according to their focus - what is being controlled - and the timing - when
control is exercised. These are:

a. ex-ante control, operating before the event and focusing on inputs in the form of
materials, knowledge and skills of those carrying out the work,
b. concurreitt control, operating during the event and focusing on processes in the
form of technical and behavioural methods used for carrying out work;
C. ex-post control, operating after the event and focusing on outputs in the form o f the
material, informational, financial, or other results of the work process;
d. meta control, operating "above" the event and focusing on values in the form of
notions of what is important and desirable held by those carrying out the work.

In substance, proponents of empowerment advocate the withdrawal of concurrent
control through direct supervision and rigorous rules and procedures and in parallel
the reinforcement of the alternative forms of control described above (Klidas,  1995;
Hales and Klidas, 1998).  Such reinforcement of these alternative forms of control  can
occur through:

• careful employee selection-recruitment and training, as a means of exercising ex-
ante control, in order to hire "empowerable" employees and to inculcate in the
work process the skills, knowledge and attitudes conducive to the development of
acceptable and responsible employee behaviour during service delivery;

• performance-related rewards,  as a means o f exercising ex-post control, in order to
promote and encourage employee responsibility, creativity and initiative during
service delivery;

•   promoting a customer-oriented organisational culture, as a means of exercising
meta control, in order to instil in employees the company values, shape their
attitudes and stimulate the development of the desired behaviour during the
performance oftheir tasks.

By reinforcing the above alternative forms of control, the locus of control of employee
behaviour progressively shifts from external control to self- and mutual control. Self-
control occurs as employees apply "internalised values, rules and norms of behaviour
relating to processes and outputs" (Hales, 1993: 57), which corresponds to the often-
quoted "ownership of the job" felt by the empowered employees (Brymer, 1991;
Bowen and Lawler, 1992). In addition to internalised self-control, external control
may be partly substituted by mutual control, exercised by the members o f the group or
department (e.g. Front Office) upon each other.

A clear recognition that empowerment merely demands ceding concurrent control by
reinforcing alternative forms of control comes from Sewell and Wilkinson (1992:
102), who contend that "the procedures associated with selection, socialisation and
appraisal militate against employees pursuing alternative interests". In the same line,
Simons (1995) proposes that control in the "empowerment era" should occur through
a combination of "belief systems", "boundary systems", "diagnostic" and
"interactive" control, in order to reap the benefits of employee creativity without
jeopardising organisational interests. In general, the increasing emphasis of the
literature on the processes of selection-recruitment, training and performance-related
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rewards, although not always directly linked to empowerment, may in practice
represent attempts to secure employee compliance with organisational goals in the
absence of direct supervision. The assertion that the intended behavioural outcomes of
empowerment can be achieved through the development and reinforcement of
alternative forms of control of employee behaviour during service delivery is the
cornerstone of the conceptual model of implementing empowerment proposed in this
study.

3.4 Implementing Empowerment - An Integrated Model

The antecedents of empowered behaviour identified in the empowerment literature
can be summarised in four general categories, namely "empowerment practices",
"empowering human resources practices", "empowering management style" and
"empowering organisation" The following section provides a description of these
factors and supports their hypothesised link to empowered behaviour during service
delivery.

3.4.1 Empowerment Practices

One of the prerequisites for the development o f empowered behaviour during service
delivery is the formal delegation of authority to frontline employees to make decisions
and take initiatives according to their judgement in order to ensure customer
satisfaction. Such authority should refer to the decisions employees are permitted to
make and the resources that they have access to in order to implement their decisions
(Hart, Heskett and Earl Sasser, 1990). For example, nianagement may delegate to
employees at reception the authority to adjust guests' bills in the case of a dispute
over charges incurred, or give them the authority to make financial concessions to
resolve customer complaints or problems. This formal delegation of authority
corresponds to the "entitlement" factor in "the empowerment molecule" of Ghillyer
and Lockwood (1994), according to which the role delineations introduced with
empowerment are made clear to everyone. By this formal entitlement employees are
clearly aware of "the boundaries of their responsibility, within which they can make
decisions" without reference to a supervisor or manager (Hope and Mi. hlemann, 1998:
376).

According to Brymer (1991: 60-61) the authority delegated to employees can take
either a "structured" or a "flexible" form. In the structured form management
prescribes employee responses to specific guest complaints or problems by providing
them with specific and detailed guidelines and limits. Thus, if a guest reports
experiencing a room-related problem (e.g. lack of heat, noise, etc.), the receptionist
may be authorised to offer the guest an upgrade for the next visit or to adjust his bill
by up to one hundred dollars. But if a guest reported that his luggage was delivered
late, the employee might be authorised to adjust guest's bills by fifty dollars. In
contrast, the flexible form allows employees more latitude to make independent
decisions according to very broad guidelines and limits. Thus, management may
impose a maximum amount for financial concessions that employees are allowed to
make per guest and encourage employees to be creative and flexible for any
adjustments below these limits, by asking, for example, the guests themselves to
indicate a way for compensating for the inconvenience experienced. [t is important to
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note that in both the structured and flexible forms the limits of employees' authority
are clearly delineated and communicated to employees.

The formal delegation of decision-making authority to employees is important,
because simultaneously with the boundaries of independent decision-making it
communicates to employees the limits beyond which they should refer to a higher
authority. This is what Simons (1995) refers to as "boundary systems", which he
further considers "the organisation's brakes", as they clearly communicate to
employees what not to do. Setting clear boundaries to the decision-making authority
of employees is necessary, so that they can feel confident about the appropriateness o f
making a decision, "rather than fearful about potential repercussions for a decision
made under ambiguous authority" (Spreitzer, 1996: 487). In the latter occasion it is
most likely that employees will prefer staying on the safe side and resort to the
approval of a superior.

In many of the available hospitality industry examples, such as Scandinavian Airlines
System, Hilton, Novotel, Ritz-Carlton and Marriott, where empowerment of
employees has been pursued, an essential component of the strategy has been the
formal delegation of authority to employees (Carlzon, 1987; Brymer, 1991; Parsons,
1995; Woods and King, 1996; Lashley and Taylor, 1998). In SAS the empowerment
initiative was launched by issuing company-wide memos granting frontline
employees the authority to make independent decisions, without prior approval by
their superiors (Carlzon, 1987). At Ritz-Carlton, the "Ritz-Carlton Basics"
communicate to every employee that he or she is empowered to "move heaven and
earth" to satisfy customers and resolve problems and in money terms this translates
into the authority to reverse a transaction of up to 2000 dollars per guest (Woods and
King, 1996). At Marriott, empowerment of employees was implemented through a
formal company programme and was "highly prescribed, scripted and limited within
relatively narrow boundaries" (Anastassova and Purcell, 1995: 182). The formal
delegation of authority to employees occurred in this case under the training
programme "What-ever It Takes" (WIT), which clearly communicated to employees
that they had increased authority to use discretion in the occasion of service failures or
non-standard scenarios threatening guest satisfaction (Lashley and Taylor, 1998). A
very similar process was followed by Novotel UK, where the delegation of authority
to staff was formally communicated through the "Back to the Future" programme
(Parsons, 1995). The importance of setting and communicating clear boundaries o f the
decision-making authority delegated to frontline employees is evidenced in the
international hotel company - mentioned under the pseudonym "Americo" - studied
by Jones, Taylor and Nickson (1997). There, a ceiling of 200 dollars was set for
making financial concessions, as the strategy "might be about 'doing whatever it
takes' but it is certainly not about 'doing whatever it costs "'

(ibid. p.549).

The importance of setting and communicating clear boundaries of the employees'
authority, although supported also by other authors in the management literature (e.g.
Kirkpatrick, 1992; Clutterbuck and Kernaghan, 1994), seems to be rather underrated
in the empowerment theory in hospitality. Yet, for the proposed conceptual model, the
formal delegation of authority is considered one of the most important prerequisites
for implementing empowerment. In practice, i f employees do not perceive they have
the authority, for example, to make concessions or rebates in order to resolve
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customer problems or complaints, it is unlikely that they will do so in practice. The
conceptual model therefore proposes that the extent to which employees exercise
empowered behaviour during service delivery depends on the extent to which they
perceive they have authority in theirjob.

3.4.2 Empowering Human Resources Practices

According to Baum (1995) empowerment is a direct factor of effective human
resource development policies, and the literature in general acknowledges the
importance of selection-recruitment, training and rewarding policies and practices in
the empowerment process (e.g. Colling, 1995; Maxwell, 1997). Their objectives need
to be aligned with the goal o f empowerment by recruiting employees who are willing
and able to handle and exercise increased authority, by training and enabling them to
handle and exercise their increased authority effectively and according to management
expectations and by rewarding them on the basis of the extent to which they perform
their role effectively and fulfil management expectations. "Empowering" human
resources practices require the careful and expensive design of selection-recruitment,
training and compensation practices and "cannot be done by intuition or by an
undeveloped, understaffed personnel department" (Schneider and Bowen, 1993: 48).

Selection and recruitment

In terms of human resources practices the process of empowerment begins with the
process of selection-recruitment. The goal of selection-recruitment is to hire
individuals suitable for the roles they will be expected to perform (Lovelock, 1995)
and therefore willing to and capable of learning and assuming increased authority and
responsibility for the enhancement of service quality and customer satisfaction
(Ripley and Ripley, 1992; Clutterbuck and Kernaghan, 1994). Since people are the
"raw material" of the service delivery process, in order to maximise performance
during service delivery, organisations need to start with "the right kind of raw
material" (Zemke and Schaaf, 1989: 59). As argued earlier in this chapter, by
recruiting "empowerable" employees, management exercises in practice ex-ante
control of the service delivery process by filtering the technical and professional skills
and particularly the character and personality traits and the attitudes that enter in the
work process. The process of selection-recruitment needs to ensure that only
individuals likely to "buy in" to the organisation's culture are selected (Hales, 1994),
in other words individuals "whose values are consistent, or could be made consistent,
with the dominant values of the organisation" (Ogbonna, 1992: 81). By recruiting
such individuals management can generate the proper self-control during service
delivery and ensure predictable and desirable reactions to varying work situations and
decisions in line with management expectations (Jones, Taylor and Nickson, 1997). In
the absence of sophisticated selection-recruitment processes, management runs the
risk either ofcompromising acceptable service quality standards, if employees stay in
the job, or of undermining the potential value of the training process, if the employees
soon leave due to their unsuitability for the job (Dickinson and Ineson,  1993).

The literature clearly describes the profile of what constitutes an "empowerable"
employee and basically refers to intrinsic qualities that cannot be taught, but are
instilled early on (Fromm in Lovelock, 1995) and pertain to the individual's
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personality and psychology (Henkoff, 1994). In particular, selection-recruitment
procedures in organisations targeting at empowerment need to focus on finding
individuals who are "naturally service-minded" (Clutterbuck and Kernaghan, 1994:
170) and have a predisposition to provide service (Hope and Muhlemann, 1998)
Skills pertaining to the individual's service orientation relate to interpersonal and
communication skills, teaniwork skills, flexibility and adaptability and empathy with
the external customer (Lewis, 1995). Fromm (in Lovelock, 1995) further adds energy,
charm, detail orientation, work ethic and neatness, qualities which are also necessary
for an empowerable individual in a service context. Empowerable employees further
need to demonstrate skills in customer service, self-direction and problem solving
(Partlow, 1996), characteristics likely to favour the exercise of appropriate discretion
following management expectations (Kelley, 1993). As empowerment further
demands a high investment in training and development o f"empowered" employees,
the selection-recruitment process should also aim to hire individuals who are more
likely to stay with the company for a minimum time (Henkoff, 1994). Of course, as
previously argued, employees need to fit with the culture of the organisation and meet
the minimum technical and professional requirements for the job (Lovelock, 1995;
Lewis, 1995). Finding individuals with these personality and behavioural traits is far
more efficient for implementing empowerment, as it is very difficult to instil such
traits merely through the training process (Clutterbuck and Kernaghan, 1994).

The decision to empower employees places a demand for the development of a
sophisticated selection-recruitment process. The first step of the process concerns the
specification of the profile of the ideal candidate for a specific position, in terms of
skills and personality and behavioural traits. Hope and Mahlemann (1997: 319)
categorise these skills into "absolutely essential for the successful fulfilment of the
required roles, desirable skills which will aid performance, undesirable skills which
will positively detract, and acquirable skills, which may be taught". The personality
and behavioural traits described previously should obviously be categorised as
"absolutely essential" for potential customer-contact employees in luxury hotels, in
order to fulfil their role in the context of empowerment. Once the job requirements are
specified the next important process refers to the sources used to attract candidates.
Beyond the standard sources of external and in-house advertising, government or
private recruitment agencies and past applications (Hope and Muhlemann, 1997),
other innovative sources could be used, such as employee referral programmes
whereby employees are given incentives to refer friends and family for filling
vacancies (Bonn and Forbringer, 1992). Such programmes are considered effective
not only in attracting appropriate candidates, as the employees recommending them
are very familiar with the requirements of the job, but also in reducing labour
turnover, as incentives are also offered to employees for recommending candidates
who will stay with the company (ibid.).

A third, very crucial step in the selection-recruitment process involves the screening
and evaluation of candidates regarding the extent to which they match the criteria
specified for the job. Whilst controlling for the technical and professional skills of
candidates is relatively easy, the screening of individuals regarding the personality
and behavioural traits and skills is far more complicated. The literature proposes a
number of sophisticated selection methods, which, when combined, are reliable in
detecting the required characteristics in candidates and, hence, yield successful
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employees. Such methods include structured job interviews, "psychometric" tests and
the collection of biodata either by use of biographical information blanks (BIB) or of
weighted application blanks (WAB) (Dickinson and Ineson, 1993; Teri)stra and
Rozell, 1993). Job interviews, which are widely used as a selection method in
hospitality, need to be structured and well-planned, in order to ensure that the
selection of candidates is not intuitive, but rather based on objective criteria (Mill,
1989, Bonn and Forbringer, 1992). In fact, structured interviews have proven to be
superior to unstructured interviews in terms of predictive validity (Terpstra and
Rozell, 1993) and should therefore be preferred for the selection of the "right"
empowerable employees. Psychometric tests include personality, intelligence and
aptitude tests and aim at detecting and measuring certain abilities and traits
(Goldsmith et al., 1997). Personality, ability and cognitive aptitude tests have been
shown to have high validity for the prediction of performance for many types o f jobs
and occupations (Dickinson and Ineson, 1993; Terpstra and Rozell, 1993). Examples
of psychometric testing in hospitality include the Service Orientation Index (S01),
developed by Hogan, Hogan and Busch  (in  Hope  and  Muhlemann,   1998)  and  the
Customer Service Questionnaire (CSQ), developed by Saville and Holdsworth (in
Dickinson and Ineson, 1993). Both tests aim at detecting qualities, which are
considered desirable for operative customer-contact personnel and at yielding high-
performing employees. The use of valid and reliable selection instruments is also
recommended as "the most direct, cost-effective way to reduce turnover" by
pinpointing applicants who are likely to stay with the company in the long term (Bonn
and Forbringer, 1992: 54). The collection of biodata by use of biographical
information blanks or weighted application blanks is further proposed as a valid
method for the prediction of future behaviour and performance (Terpstra and Rozeli,
1993). Biodata are produced by two types of information, referring namely to past
experiences of individuals - verifiable, hard biodata - and to opinions or attitudes
held by the individuals as a result of past experiences - unverifiable, soft biodata
(Dickinson and Ineson, 1993). This selection method is based on the assumption that
past experience and behaviour may be a valid predictor of future behaviour and
performance. In the hotel sector the collection o f biodata has been used as a predictive
device for employee turnover (Bonn and Forbringer, 1992), although biodata has also
been proposed as a valid method for the selection of high performing customer-
contact employees.

A fourth step in the selection-recruitment process is to conduct formal monitoring and
evaluation studies of recruiting sources in order to determine the sources that yield the
highest percentage of high-performing employees (Terpstra and Rozell, 1993).
Similar monitoring and evaluation should also be conducted in relation to the
selection methods, so as to determine which method has been the most reliable and
cost-effective for the recruitment of successful candidates (Hope and Muhlemann,
1997). Such studies are important in order to determine the most suitable sources and
selection methods matching the specific needs and characteristics of each
organisation. It is argued that the more hotels employ the above described selection
methods, the more likely they will be to identify and recruit high calibre,
empowerable employees.

In practice, hotel operations aiming at empowering their workforce have aligned the
selection-recruitment process with this goal. At Ritz-Carlton profiles of prospective
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employees and selection criteria are developed according to characteristics and
behaviours of successful employees and further form the basis of structured and
empirical interviews (Woods and King, 1996). The company uses, in addition, a
highly predictive instrument, known as 'character-trait recruiting', to determine the
capability of a candidate to meet the requirements of the position he or she is applying
for (ibid.). The selection-recruitment process at Ritz-Carlton not only aims at
identifying and hiring high calibre employees, but also at generating and ensuring
self-control of employee behaviour "based on their spontaneous and learned
behaviour" (Woods and King, 1996: 79). At the international hotel company studied
by Jones, Taylor and Nickson, (1997) having the "appropriate attitude" (i.e. positive,
hard-working, committed to the business, and caring about people), was said to
outweigh in importance certain occupational skills, which could be learnt, as opposed
to personality which is an inherent characteristic. 1n general, the company used the
selection process as a means for standardising employees (ibid.). The need to align the
selection-recruitment process with the new demands created by empowerment is
supported by the experience of Marriott UK, where employees who "were unwilling
to adapt to empowerment...disengaged their services from the hotel" (Maxwell,  1997:
59). As a result, in recruiting replacement staff, the selection process aimed at
identifying the individual's "potential to take personal initiative to support
empowerment" (ibid.). In general, Marriott is known to devote considerable time and
money to the selection-recruitment process, in order to hire quality employees, so as
to support its customer orientation atid empowerment (Henkoff, 1994; Ghillyer, 1994;
Barsky, 1996). Similarly, at Harvester Restaurants it was recognised that in order to
empower the front line, the organisation needed to employ quality people having the
right attitudes (Ashness and Lashley, 1995) British Airways also dedicates
significant resources to the selection-recruitment process, including resume screening,
group exercises, job interviews and psychological testing (Hope and Mithlemann,
1998). Psychometric testing has also been used as a selection method at Forte, in
order to identify customer care and selling skills among prospective employees (Olsen
and Teare, 1996). Finally, Hales and Klidas (1998) found that hotels that implemented
formal empowerment programmes also approached selection-recruitment in a more
systematic manner by investing more time and effort in it and by using a variety of
selection methods.

Nevertheless, the companies reported above appear to be isolated cases within the
hospitality industry, where frontline employees are mostly "chosen with the minimum
of effort and forethought (Hope and Muhlemann, 1997: 317).  In fact, "the hospitality
industry is prone to hiring any 'warm bodies' that are interested" and this exacerbates
the problem of employee turnover (Bonn and Forbringer,  1992: 51). Not surprisingly,
within the hotel sector, interviews are the most popular method for the selection of
frontline personnel (Dickinson and Ineson, 1993) and sometimes even the only
method (Bonn and Forbringer, 1992). However, such an approach to the selection-
recruitment process is unlikely to yield employees willing to and capable of
embracing the notion of empowerment and are hence bound to undermine any
management effort to empower employees. Surprisingly, a review of the
empowerment theory reveals that the importance of the process of selection-
recruitment for the implementation of empowerment is underrated, especially when
compared to that given to training. The conceptual model therefore proposes that the
more organisations employ sophisticated selection-recruitment processes, the more
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likely they are to employ staff who demonstrate empowered behaviour during service
delivery.

Empowerment training

The importance of training for the delivery of quality service to customers has been
recognised early on in hospitality (Hostage, 1975). It is no surprise that training is
probably the most frequently quoted factor considered to be crucial for the
implementation of empowerment. The aim of training is the development and
enhancement o f the skills necessary for employees in order to handle their increased
authority and responsibility effectively (Brymer, 1991) and to exercise good
judgement when making decisions and taking initiatives (Sternberg, 1992).
Considering that empowerment grants to employees the authority to make financial
concessions to customers, training of "empowered" employees is necessary in order to
avoid too many "give aways" and other "expensive" decisions. As already mentioned,
along with selection-recruitment, careful employee training is a means of exercising
"ex-ante control" of employee behaviour in general and during service delivery in
particular, by introducing the necessary skills into the work process (Hales and Klidas,
1998). The training process further incorporates a system of intense socialisation
(induction) and development designed to inculcate employees with organisational
values (Ogbonna, 1992) and to instil, shape and reinforce appropriate employee
attitudes (Hales, 1994). Effective training, in general, supports the goal of
empowerment by enhancing morale and motivation, increasing flexibility, reducing
turnover and allowing employees to function independently without the need for
constant supervision (Hope and Muhlemann, 1997). Finally, it fosters employees'
feelings of sel f-efficacy necessary to initiate participation in decision-making (Conger
and Kanungo, 1988), by imparting the requisite skills and knowledge to render such

participation effective (Thomas and Velthouse, 1990).

The literature provides a range o f skills, which should be instilled in employees in the
context of "empowerment training" (Jones, Taylor and Nickson, 1997: 545).
Emphasis is generally placed on "soft" skills aiming at enhancing employees'
competence in customer care (Hart, Heskett and Earl Sasser, 1990; Clutterbuck and
Kernaghan, 1994). A range of skills are proposed for that purpose, including
interpersonal and communication skills (Brymer, 1991; Ripley and Ripley, 1992;
Hales, 1994; Lewis, 1995; Barsky, 1996; Hope and Muhlemann, 1998), marketing
skills (Hales, 1994), decision-making skills (Hart, Heskett and Earl Sasser, 1990;
Randolph, 1995), problem-solving and complaint handling skills (Hart, Heskett and
Earl Sasser, 1990, Goldsmith et al., 1997). Simultaneously, training needs also to
impart the requisite technical and professional knowledge and skills for the delivery of
quality guest service (Brymer, 1991; Ripley and Ripley, 1992; Lewis, 1995). By
having those skills employees will be in a position to respond to customers' needs and
requests swiftly and with courtesy (Carlzon, 1987), to develop good judgement,
initiative and creativity (Lovelock, 1995; Barsky, 1996) and to take charge of
customers' problems and complaints by reassuring them that they are genuinely
interested in solving these to the customers' satisfaction (Sparks and Bradley, 1997).

In the cited examples of hotel companies that have applied the concept of
empowerment, training has played a central role. At Marriott an important objective
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o f training has been the development o f the creative talents of people, in order to start
taking acceptable risks (Lockwood et al.. 1992) and handle "service failures or non-
standard scenarios which threatened guest satisfaction" (Lashley and Taylor, 1998:
163). The training programme at Marriott has been extensive, formal and compulsory
for all employees and involved courses in "quality awareness" (Lockwood et al.,
1992) including the programme "Whatever it Takes", which also used role-playing
exercises to enhance employee skills in service recovery (Lashley and Taylor, 1998)
Training was further considered necessary after evaluation of the initial stages of the
empowerment programme showed that "freshly empowered employees were making
hasty decisions to rebate meals or accommodation costs...no sooner  than  even  a
suggestion of a complaint was heard" (Maxwell, 1997: 59). Thus, the training
programme at Marriott subsequently provided greater role definition and
communicated management's expectations o f the "empowered" employees (Maxwell,
1997; Lashley and Taylor, 1998). The international hotel company studied by Jones,
Taylor and Nickson (1997: 545) "invests heavily in empowerment training", which
not only aims at ensuring "high quality service encounters", but also at breaking down
66

employees' (and managers') previous socialisation into more directive management
styles" Emphasis is again placed on guest response behaviour and customer care
skills, in order to ensure spontaneous and individualised attention to customers (ibid.).
At Ritz-Carlton the extensive empowerment of employees is supported by thorough

"and comprehensive training "to master the procedures of their respective positions
and by "over one hundred hours of quality education to enable them to provide
premium service, solve problems, set strategic quality plans, and generate new ideas ''

(Woods and King, 1996: 74-75). Similarly, at Novotel extensive training was
established to provide all staff with technical skills, but also with the skills necessary
"to encourage and effect their empowerment, so that they can deal with customers and
situations with confidence" (Parsons, 1995: 20). In general in industry practice,
sizeable investment in employee training has accompanied any formal attempt to
empower employees. Examples, except for the companies mentioned above, include
Inter-Continental (Go and Pine, 1995), British Airways (Colling, 1995), Harvester
Restaurants (Ashness and Lashley, 1995) and Taco Bell (Schlesinger and Heskett,
1991 ). Finally, the study o f Hales and Klidas (1998) revealed that in the hotels found
to apply formal empowerment programmes investment in training was higher and
training extended to more comprehensive induction, broader skills training and more
formal course provision.

In conclusion, the contribution of training in the implementation of empowerment is
strongly supported by both theoretical accounts and industry practice experiences.
Clearly if employees do not feel they have the necessary knowledge and skills to
master their increased authority and responsibility, they are unlikely to engage in
decision-making and initiative taking beyond the routine and will probably resort to
the assistance or approval of their superiors. The conceptual model therefore proposes
that the extent to which employees exercise empowered behaviour during service
delivery depends on the degree to which they perceive they have received
66

empowerment training
"
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Performance-related rewards

The increasing recognition that traditional remuneration systems are inappropriate to
reward and incorporate empowerment (Erstad, 1997) has shifted focus on
performance-related rewards, which are argued to contribute to the exercise of
empowered behaviour during the delivery o f service to customers. Primarily, because
such rewards convey a powerful message about what is valued in the organisation
(Cina, 1989). Secondly, because they recognise and reinforce personal competencies
and motivate employees to participate in general in the decision-making process
(Spreitzer, 1995). Thirdly, because they encourage employees to exercise
responsibility and initiative (Hales and Klidas, 1998) by rewarding them for
displaying the appropriate "empowered behaviour" (Jones, Taylor and Nickson, 1997:
551). This was previously presented as a form of exercising ex-post control of the
service delivery process (Hales and Klidas, 1998), since it is generally acknowledged
that behaviour which is rewarded is behaviour that is repeated (Cina, 1989; Barbee
and Bott, 1991). By establishing performance-related rewards external control of
employee behaviour is substituted by self-control, since management can rely on the
fact that employees will be working diligently to meet the goals on which their
rewards will be based (Simons, 1995). Ghillyer and Lockwood (1994: 6) recognise the
need for a "pay-for-performance relationship" to be an integral part of an

"empowerment programme with their enfranchising" factor, without which
empowerment may become "more work for the same money". Indeed, absence of
performance-related rewards may lead to "employees' reluctance to accept
empowerment", because of "cynicism about their jobs being enlarged in assuming a
degree of managerial responsibility for the same remuneration" (Maxwell,  1997: 58).
Conger (1989) further argues that organisations not providing valued rewards to
employees for initiative, competence and innovation are creating conditions of
powerlessness. In general, the availability of valued rewards and benefits to
employees may support the empowerment momentum also by attracting and retaining
competent employees (Go, Monachello and Baum, 1996)

Evidently, in order to support the goal of empowerment, performance-related rewards
should be linked with the demonstration of empowered behaviour especially during
service delivery. In particular, employees must be recognised and rewarded for
exemplary customer service that engenders customer satisfaction (Cina, 1989;
Brymer, 1991; Go and Pine, 1995), for customer problem resolution (Hart, Heskett
and Earl Sasser, 1990), quality improvements (Partlow, 1996) and creativity (Carr,
1994). Ogbonna (1992) further contends that the reward scheme should also recognise
employees who have shown loyalty and whose behaviour is consistent with the values
of the organisation by a "selective" internal promotion system that reinforces the
company culture. Similarly, Baum (1995) supports the idea of rewarding employee
loyalty and further proposes that reward systems should also encourage long service,
in order to prevent labour turnover. Where teamwork is desired, the orientation of the
rewards should be at the team level, as opposed to the individual level, in order to
stimulate and foster cooperation between the members of the team and prevent
competitive behaviour (Hope and Muhlemann, 1998) Spreitzer (1995), however,
contends that although rewards at the level o f team or organisation may be beneficial,
they often do not provide individuals with a clear understanding of how their
individual actions can influence organisational performance. She therefore proposes
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that the reward system must recognise individual contribution, in order to stimulate
employees to align their behaviour with organisational goals.

The literature proposes a number of methods in order to stimulate the desired
behaviour, which are generally oriented as much towards the individual, as the team
and organisation level. Thus, Brymer (1991) proposes both individual and group
incentives for guest service and satisfaction and accordingly Henkoff (1994)
recommends tying at least part of employees'  pay to customer satisfaction. Ripley and
Ripley (1992) propose individual compensation tied to the level and extent of
utilisation of knowledge and skills and team bonuses for meeting and exceeding goals.
Zemke and Schaaf (1989) recommend offering financial rewards for employees who
meet standards and both financial and "psychic accolades" for those who exceed
them. Barsky (1996) proposes individual incentives according to the contribution of
employees, in order to improve productivity and Go, Monachello and Baum (1996)
propose recognising and rewarding individual contribution by both formal and
informal methods. Ogbonna (1992) further recommends promotions as a means of
rewarding and recognising individual contribution. Lawler, Mohrman and Ledford
(1995) argue that offering rewards on the basis o f organisational performance ensures
employee involvement and caring concern in the performance of the company. Such
rewards may include team incentives, profit sharing, gainsharing and stock ownership
and options (ibid.) and are proposed also by other authors (Bonn and Forbringer,
1992; De Vries, 1996; Go, Monachello and Baum, 1996). In addition, to the
contribution of such rewards to higher employee involvement (Lawler, Mohrman and
Ledford, 1995), they also tie high performers to the organisation (De Vries, 1996) by
giving employees a sense of ownership (Bonn and Forbringer, 1992). Irrespective of
the eventual content and orientation of the rewards it is important that they are
meaningful to employees for the demands placed on them (Schneider and Bowen,
1993). In the opposite situation, where rewards from empowerment do not accrue to
the "empowered" employees, the empowerment initiative may fail to generate the
desired enthusiasm and energy (Lashley,  1995) and to maintain the momentum of the
quality initiative (Ghillyer and Lockwood, 1994).

Congruent with the above theoretical claims, many hospitality organisations have
integrated in their empowerment programmes schemes for the formal recognition and
rewarding of employee performance. Thus, at Marriott a sophisticated remuneration
scheme was introduced in order to support and secure the company's strategy of
empowerment (Lashley and Taylor, 1998). Interestingly, this scheme was presumably
introduced only after the company attitude survey "highlighted the [then] pressing
issue of high levels of dissatisfaction with pay" (Maxwell, 1997: 61). In general,
Marriott is renowned for its effort to link individual employees' welfare to the success
of the company by offering a range of incentive bonuses and profit-sharing in order to
support its customer satisfaction strategies (Barsky, 1996). Noteworthy is the fact that
the company has early on recognised the importance of performance-related
rewarding, such as profit-sharing and stock ownership, in building "pride,
identification and a sense of profit responsibility at all levels" (Hostage,  1975:  103).
The need to provide a commensurate reward for the demands placed by empowerment
was illustrated in the hotel company studied by Jones, Taylor and Nickson (1997:
545), where "long-serving employees were...resistant to what they saw as an attempt
to make them take on responsibilities that managers were paid to have". Again reward
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systems were adapted to the demands of empowerment and monetary rewards were
offered to employees who had practised the "greatest empowerment acts" (ibid.).
Demonstrating "active use of empowerment" was further reported to enhance "an
individual's chances of career progression (ibid.). Also at Ritz-Carlton performance-
related rewards are largely used to stimulate the desired employee and team
behaviour. They include a total of 39 awards given to employees for excellence in a
wide variety of areas, "verbal and written praise" for top performers, team-oriented
awards and bonuses and a gratuity-sharing system for all employees, which is
"integrated with Ritz-Carlton's customer service goals in a manner that encourages
employees to meet these goals" (Woods and King, 1996: 75). Similarly, at Sofitel the
programme of "world-class service" designed to give employees "the responsibility
and tools to improve customer satisfaction" has been supported by reward and
recognition progranimes linking compensation and performance reviews to customer
satisfaction achievements (Barsky, 1996: 18). At Novotel empowernient of employees
has been accompanied by the establishment of a scheme, which also provides "a

"structure for the formal recognition and rewarding of [employee] achievements
(Parsons, 1995: 20). In addition, the company offered monetary incentives to
employees to encourage multi-skilling. In general, most o f the companies reported to
have introduced schemes for empowering their employees, such as Harvester
Restaurants (Ashness and Lashley, 1998), British Airways (Colling, 1995) and Taco
Bell (Schlesinger and Heskett, 1991), have also accompanied these with some kind of
performance-related reward system. This is also confirmed in the study of human
resources practices among hotels implementing total quality management carried out
by  Partlow  (1996). Such practices included, among others, the design  o f jobs  that
empower employees and "a rich variety of symbolic and material rewards...provided
to individuals, teams and the organisation as a whole for achievements in quality and
customer satisfaction" (ibid.: 77). Finally, the link between employee empowerment
and the availability of performance-related rewards is supported by the study of Hales
and Klidas (1998: 93), which found that in hotels implementing formal empowerment
programmes, "rewards, both symbolic and monetary, were more extensive and
generous". In general, literature provides a large number of hospitality companies that
attempt to stimulate the desired employee performance by offering a range of
performance-related rewards (e.g. Widerman, 1993; Olsen and Teare, 1996;
WTTHRC, 1998)

In summary, the alignment of employee behaviour with the goals of empowerment
needs to be stimulated by the availability of performance-related rewards. In an
industry renowned for its poor pay conditions (Olsen and Teare, 1996) the provision
of performance-related rewards is vital in the context o f empowerment, as the concept
increases risk and responsibility for employees and places increasing demands on
them to demonstrate additional skills and discretion (Goldsmith et al., 1997). As the
focus of the present study is on the individual behaviour, emphasis is placed on the
extent to which rewards at whatever level (i.e. individual, group organisation) reflect
individual performance. It is therefore argued that if employees do not perceive that
the available rewards in the organisation depend on individual performance, they will
be inclined not to assume additional responsibilities and risks by taking initiatives and
exercising discretion beyond the routine basis. In short, the conceptual model
proposes that the extent to which employees exercise empowered behaviour during
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service delivery depends on the extent to which they perceive the rewards to be linked
to individual performance.

3.4.3 Empowering Management Style

The concept o f empowerment cannot be implemented effectively without the support
of managers. Brymer (1991: 68) even contends that empowerment is a "guest-driven
leadership strategy". In fact, it could be argued that the extent to which empowerment
is implemented in a given setting reflects accurately the positioning of the
management style on a theoretical continuum from autocratic leadership to democratic
or participative leadership. This point can be illustrated schematically by comparing
Figures 3.1 and 3.2, which respectively represent the empowerment continuum
(Ripley and Ripley, 1992: 26) and Tannenbaum and Schmidt's continuum of
leadership behaviour (Luthans, 1995: 372).

Less empowerment   More empowerment.
(command and control)
Personalised Socialised
power Upper power

management

Rest of
employees

Helplessness Empowered
Customer Customer Customer

Figure 3.1: Quality-empowering management continuum (Ripley and Ripley, 1992)

Beyond the striking resemblance o f the two figures it is worth noting that the various
leadership styles described in Tannenbaum and Schmidt's continuum represent in
essence various degrees of subordinate empowerment. Thus, "boss-centred" or
autocratic/directive leadership corresponds to minimal subordinate empowerment, as
it strips away subordinates' discretion and, therefore, a sense of power (Conger,
1989). On the contrary, "subordinate-centred" or democratic/participative leadership
corresponds to sizeable subordinate empowerment, as the latter are permitted to
function independently within limits defined by the manager. Evidently, the
leadership styles recognised between the two extremes correspond analogously to
various levels of subordinate empowerment. In line with these arguments, Lashley
and Taylor (1998) also associate distinct human resource management styles with
varying degrees of empowerment. In particular, they associate the "command and
control" style with limited empowerment, due to the low discretion and autonomy
ceded to employees and the "participative style" with more extensive empowerment,
thanks to wider discretion and autonomy ceded to employees.
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Boss-centred 4 Subordinate-centred
leadership                                          I leadership

Use of authority by the manager

Area of freedom for subordinates

A         A         A         A         A         A         A
Manager Manager Manager Manager Manager Manager Manager
makes "sells" presents presents presents defines permits
decision and decision. ideas and tentati'·e problem. gets limits, asks subordinates
announces it m j·ites decision suggestions. group to to function

questions. sub.lect to makes make within

chance. decision. decision. defined

limits.

Range of Behaviour

Figure 3.2: The Tannenbaum and Schmidt continuum of leadership behaviour
(adapted from Luthans, 1995)

Indeed, the literature on empowerment is unanimous in recognising the critical role
that managers and supervisors play in the empowerment process. These are primarily
required to relinquish some of their traditional authority, in order to allow employees
more latitude to make decisions and assume greater responsibility (Carlzon, 1987;
Brymer, 1991; Eccles, 1993). They should encourage employees to use their decision-
making authority (Zemke and Schaaf, 1989; Hope and Muhlemann, 1998), trust in
their abilities, commitment and judgement (Ghillyer and Lockwood, 1994; Goldsmith
et al., 1997) and withhold from controlling employees while making decisions
(Sternberg, 1992). The notion of empowerment requires a strong element of trust
(Riley, 1996) and managers should develop and maintain trust throughout the entire
organisation (Carr, 1994). This is likely to have a positive effect on the interactions of
employees with guests (Brymer, 1991), whereas managers who are reluctant to share
power and trust their subordinates are in turn less likely to receive satisfying
performance (Keller and Dansereau, 1995).

Once the message of increased decision-making authority is out, managers need to
give employees guidance in how to use their increased authority (Griinroos, 1990;
Parsons, 1995) and support them in performing their new role successfully (Eccles,
1993; Randolph, 1995; Woods and King, 1996). They should recognise and praise
employees who have demonstrated exemplary performance during service delivery, in
order to demonstrate management's support and provide positive reinforcement
(Brymer, 1991). Burke (1992) actually argues that intrinsic rewards provided by way
of informal, spontaneous and immediate praise upon exemplary behaviour is likely to
be more effective than extrinsic rewards provided by way of formal incentive systems,
promotions or merit awards. In the event of mistakes or wrong decisions, managers
should not reprimand or penalise employees (Hope and Mithlemann, 1998), but on the
contrary praise them for having taken the initiative for the sake of service quality and
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guest satisfaction (Brymer, 1991). Mistakes should be perceived as learning
opportunities (Randolph, 1995) and managers should seize the opportunity to provide
additional guidance and coaching (Carlzon, 1987; Sternberg, 1992) by explaining to
employees their mistake and recommending alternative courses of action for the
future (Hope and Muhlemann, 1998) Empowerment demands creating a "non-blame
culture wherein well-intentioned mistakes are discussed in a supportive way

"

(Goldsmith et al., 1997: 145). Customer-contact employees will only exercise
discretion, if they perceive that their managers will support whatever decisions they
make without penalising or undermining them (Baum, 1995). Without a sense o f such
support employees will be afraid of assuming responsibility (Hope and Muhlemann,
1998) and will most likely avoid the risk o f making decisions without prior approval
from their superiors (Sternberg, 1992).

The critical role that managers play in the effective implementation of empowerment
has also been underlined in accounts o f experiences of empowerment in practice in the
hospitality industry. The SAS experience showed that for empowerment to be
effective managers need to be proficient at educating, coaching, supporting, praising
and tolerating mistakes, in order to instil a sense of security in employees and
encourage them to exercise their decision-making authority (Carlzon, 1987). At
Sofitel North America "management had to learn to stop second-guessing employee
decisions, and instead applaud positive efforts, motivate further change, and
encourage individual responsibility" (WTTHRC, 1998: 21). At Harvester Restaurants
employees were trusted to function independently within the limits set, without
constant and close supervision (Ashness and Lashley, 1995). Similarly, at Marriott the
formal empowerment programme aimed at conveying to employees "management's
commitment to service quality and the trust they placed on employees to exercise their
discretion to 'spend money' to ensure quality was maintained" (Lashley and Taylor,
1998: 163). The need for a radical change in the management style in the context of
empowerment was explicitly nientioned in Jones, Taylor and Nickson's (1997: 548)
study, where the hotel company's desire was to shift "from 'directive' to 'participative

"'leadership', to learn to 'ask for forgiveness not permission Accordingly, at British
Airways, in order to support the culture of high employee involvement and
empowerment, there were attempts to alter the existing "rather high-handed and
authoritarian" culture through a series of "major" management training courses, which
focused on the importance of trust, motivation and vision to service employees
(Colling, 1995: 24). This attempt was underpinned by an innovative management
appraisal system, which among others evaluated managers according to a set of
"management behaviours" indicators and managers were not paid for the "what" of
their performance but the "how" (ibid.). Finally, in a series of interviews conducted in
upscale and luxury hotels, managers themselves acknowledged the importance of
trust, support, visible recognition or mistake tolerance and guidance to employees, in
order to stimulate employee involvement in decisions and actions impinging on
service quality and customer satisfaction (Klidas, 1995; Hales and Klidas, 1998).

For the proposed conceptual model the role of management style is extremely
important and in essence represents the informal spectrum of preconditions for the
implementation of empowerment. In particular, whereas the factors previously
described represent the formal management interventions in the job content in the
areas of authority, training and rewarding, management style represents the informal
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management interventions in relation to the job-incumbent in the same areas. By
relinquishing some of their authority and encouraging employee decision-making, by
providing guidance and coaching and by recognising and praising exemplary
behaviour managers not only align their behaviour with the formal "empowering"
processes, but foremost they facilitate their function and enhance their effectiveness.
Without such alignment employees are unlikely to exercise the increased decision-
making authority allocated to their position,   as   they   will   lack the necessary
encouragement and support to do so. The conceptual model therefore proposes that
the extent to which employees exercise empowered behaviour during service delivery
depends on the extent to which they perceive they are managed by an empowering
management style. Evidently, as management style represents the informal dimension
of the management interventions in the areas of authority, training and rewarding, it is
anticipated that employee perceptions regarding these management intel·ventions will
largely reflect their perceptions regarding management style and vice versa.
Furthermore, in absence o f formal processes for the delegation of authority, the extent
to which employees perceive they have authority will largely be influenced by their
perceptions o f the extent to which their superiors delegate authority  to  them and hence
by their perceptions of the management style.

3.4.4 Empowering Organisation

A great deal of the discussion about the way that empowerment can be effectively
implemented concentrates also on organisation-related attributes. These refer to the

"flattening" of the organisational structure and to the development of a customer-
oriented culture that promotes service quality and customer satisfaction. Furthermore,
the literature stresses the need to increase the information available throughout the
organisation (Baum, 1995) and to establish open horizontal and vertical (both upward
and downward) communication flows (Erstad, 1997).

Flat organisational structure

Beyond the arguments that a flat organisational structure is necessary for reaping the
fruits of empowerment, the literature in most instances contends that an inherent
feature of the "empowered" organisation is its "flat" organisational hierarchy (e.g.
Barner, 1994; Clutterbuck and Kernaghan, 1994). The need to replace the traditional
tall organisational structure with a flatter one is often attributed to the need for
organisations to adapt rapidly to environmental changes and to become customer-
oriented (Gr6nroos, 1990; Go, Monachello and Baum, 1996; Lashley, 19968). A flat
structure enables the organisation to become closer to the customer by allowing
employees to respond directly and promptly to customers' needs and by unleashing
their creativity and hidden energy, which is directed to serving the customer (Carlzon,
1987). In addition, the removal of "hierarchical tiers of responsibility" is considered
necessary, if decision-making authority and responsibility is to be devolved to the
frontline employees (Brymer, 1991). This occurs, because tall hierarchical structures
allow limited room for autonomy to lower-level employees, as these are subject to
close supervisory control from middle managers, who further tend to withhold
decision-making power. On the contrary, the removal of middle management and
supervisory layers creates a "decision-making void", which is eventually filled by
employees at the lower levels of organisational hierarchy, as some of the decision-
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making power previously allocated to middle nianagement is inevitably passed on to
them (Randolph, 1995) Moreover, flat hierarchical structures imply wider
supervisory spans of control, which  are in turn associated with decentralised decision-
making (Woods and King, 1996) by allowing employees more room to make
decisions and promoting self-determination (Spreitzer, 1996). Indeed, research
findings confirm thal wider spans o f supervisory control force managers to reduce the
amount of time they can spend individually with their subordinates (Bass, 1990).
Thus, they are less likely to "micro-manage'the actions o f subordinates, as it is more
difficult to closely monitor a large number of subordinates, and even if they do not
want to delegate, they are unable to make all decisions for their subordinates
(Spreitzer, 1996). Additionally, research findings reveal that the satisfaction of the
needs for esteem, autonomy and self-actualisation is higher in flat organisations
compared to tall ones (Bass, 1990) and this favours the fulfilment of the goals of
empowerment, which also builds on the higher needs of Maslow's hierarchy (Ripley
and Ripley, 1992).

In industry practice, organisations known to foster individual autonomy are also
known for their horizontal organisational structure. This holds as much for the
"excellent companies" of Peters and Waterman (1982) at the dawn of the  1980s, as for
the high-performing organisations of the  1990s (De Vries,  1996) and presumably of
the future (Sparrow, Schuler and Jackson, 1994; Riley, 1996). Accordingly, in
hospitality innovative organisations were already more flat with less hierarchical
levels than traditional organisations towards the end o f the 1970s (Shamir,  1978). As
this progressive flattening of organisational structures went hand-in-hand with the
adoption of more flexible management systems, including empowerment, hospitality
organisations, which have chosen to go down the road of empowerment, have also
gone through a process of delayering, by removing intermediate levels of authority.
Thus, the strategic decision of Novotel to revisit its customer-focused philosophy by
widespread empowerment of employees coincided with the removal of middle
management layers and the adoption  o f a flatter structure at both the corporate and the
unit level (Parsons, 1995). A similar process of delayering of management and
supervisory structures has been followed by Marriott (Maxwell, 1997) and this was
considered to "go hand in hand with employee participation" (Lockwood et al., 1992:
333). At Harvester Restaurants the removal of the traditional hierarchy was
considered inevitable in order to "truly" empower the front line and allow quality
people to shine through (Ashness and Lashley, 1995). In fact, the traditional
organisational structure was considered an impediment to the company's efforts to
create the commitment for the improvement o f service quality (ibid.). Similarly, Taco
Bell flattened and decentralised its organisational structure, in order to be able to
respond to changing market and business conditions and to provide better service to
its customers (Woods and King, 1996). At the heart of the company's restructuring
and decentralisation process was a strategy of empowerment of managers and
employees, which made decision-making, troubleshooting and problem solving a
much faster and localised process. An identical process has been reported at
McDonald's restaurants in the UK, where the adoption of a flatter organisational
structure aimed at empowering managers in order to encourage entrepreneurship in
their roles (Lashley, 1995). Finally, the TQM hotel operations studied by Partlow
(1996), which had embraced and practised the notion of employee empowerment,
were also flatter than typical hotel operations. In general, industry accounts point to

60



A Conceptual Model of Implementing Empowerment

the conclusion that the process o f organisational restructuring through the adoption of
a flatter hierarchical pyramid enhances individual autonomy and allows employees to
demonstrate initiative, especially during the delivery of service to customers (Jones,
Nickson and Taylor, 1994).

A critical issue, rather not entirely explicable by the above industry accounts, is
whether delayering actually precedes or succeeds empowerment initiatives. Put
another way, "does delayering make empowerment possible, by freeing up the
structure, or does empowerment make delayering possible by getting staff to take on
management responsibilities?" (Clutterbuck and Kernaghan, 1994: 67). Despite the
previous arguments that a process of organisational delayering is necessary in order to
empower employees, several authors contend that it is in fact empowerment that
results in the reduction of layers of management and the flat hierarchical pyramid
(Werner, 1992; Maxwell, 1997; Hope and Muhlemann, 1998). The explanation for
this is that the transition of responsibilities and authority to employees at the lower
levels of organisational hierarchy makes less middle management levels necessary
(Gronroos, 1990). A compromising view is supported by Gandz and Bird (1996: 388)
who argue that in practice, restructuring efforts may both precede and accompany
empowerment programmes, as both are usually introduced "in times of economic
slow downs in order to use current resources more effectively" Regardless of the
actual timing of the introduction of empowerment and the organisational delayering,
both strategies appear to complement each other, as delayered structures allow room
for empowerment, but empowerment also makes the delayered organisational
structure functional and effective.

In any case, as the focus of the present study is not on the factors that cause the
adoption of employee empowerment, but instead on those that influence the intended
outcomes of empowerment in employee behaviour, it is here argued that it is
organisational design that may influence employee behaviour, rather than the other
way around. It is argued that employees in hotels with a flat organisational structure
will have more latitude for initiative and decision-making and will thus be inclined to
exercise a higher degree of discretion during the performance of their tasks. The
conceptual model, therefore, proposes that in organisations with fewer hierarchical
layers employees will exercise a higher degree of empowered behaviour during
service delivery.

Customer-oriented culture

Empowerment and customer orientation in theory go hand in hand, since
empowerment initiatives mirror an organisation's commitment to service quality and
customer satisfaction, but also since the latter provides an environment for
empowerment (Maxwell, 1997). The organisation's commitment to service quality
and customer satisfaction is reflected  in the shared system of beliefs, values, attitudes
and norms of behaviour, which system has, among others, been described as a
"customer-oriented culture" (Hales, 1994: 57) or a "service culture" (Granroos, 1990.
244). Granroos (1990: 244) defines such culture "as a culture where an appreciation
for good service exists, and where giving good service to internal as well as ultimate,
external customers is considered a natural way of life and one of the most important
norms by everyone". A customer-oriented culture is necessary for the development of
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empowered behaviour during the delivery of service, since it is "the ideas, beliefs and
"values of the firm [that] influence employees to act in customer oriented ways

(Bowen and Basch, 1992: 212). Ghillyer and Lockwood (1994: 4) also acknowledge
the role of a customer-oriented culture in the empowerment process with their
"envisioning" factor and actually argue that "empowerment must form an integral part
of the superordinate goal of a commitment to quality". For this they support the
establishment of a "clear vision or credo", so that "everyone [in the organisation]
knows exactly what they and their colleagues are working towards" (ibid.). Without
such articulation of the values and direction of the organisation employees may not
have a clear and uniform understanding of its core values and their role within it
(Simons, 1995). The importance of a customer-oriented culture in shaping the
attitudes and behaviours of the empowered employees and ultimately in influencing
service quality is generally stressed in the empowerment theory (e.g. Ripley and
Ripley, 1992; Hendry and Hope, 1994; Lewis, 1995).

As already argued, the promotion of a customer-oriented culture is a means for
exercising meta control of employee behaviour during service delivery, since the
internalised company values and the norms with respect to the desired behaviour
constitute guidelines for employees in their decision-making (Koopman and
Wierdsma, 1998). Thus the locus of control of employee behaviour shifts from one
imposed externally, through detailed rules and procedures and close supervision, to
one internalised by individual employees, who align their behaviour with the
organisation's goals to provide quality service and delight the customer (Lashley,
1996). This is particularly important in hospitality, where it is more difficult to control
the quality of service delivered to the customer (GrOnroos, 1990). As Du Gay and
Salaman (1992: 621) argue, traditional bureaucratic control is "too overtly oppressive,
too alienating and too inflexible to encourage employees to behave in the subtle ways
which customers define as indicating quality service" and furthermore it "may stifle
individual spontaneity and responsiveness" (ibid.:  622). They too recommend seeking
to change behaviour, values and attitudes through cultural change rather than
structural change.

The contribution of a customer-oriented culture to the goal of empowerment does not
only occur by shaping the behaviour of the empowered employee, but also by
influencing the behaviour of the "empowering" manager. Primarily, because the
commitment of management to service quality and customer satisfaction demonstrates
to employees that the company's stated beliefs indeed represent deeply rooted values
(Simons, 1995). Otherwise, "if employees suspect that managers are going through
the motions of the latest fad, cynicism will set in" (ibid.: 82). Secondly, because
management's commitment and behaviour guides employees by providing them with
an accurate example of the ideal behaviour. And thirdly, because managers will
probably be encouraged to allow their subordinates more latitude to exercise
discretion, as they perceive that the latter have sufficiently internalised organisational
values and goals and become more committed to the organisation (Kelley, 1993)

In industry practice, companies that strive to empower employees give utmost
importance to the promotion of a strong culture oriented to service quality and
customer satisfaction. For example, the excellent companies of Peters and Waterman
(1982) were distinguished for their strong cultures, which promoted an "intense"
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customer focus and conveyed, among others, a deeply embedded belief in superior
quality and service. In these companies, they observed, there w'as less need for policy
manuals, organisation charts or detailed procedures and rules, as it was the shared
values that guided individual behaviour in most situations. Similarly, a strong
customer-centred culture promoting a climate for service excellence and superior
customer satisfaction dominates the high-performing organisations cited by De Vries
(1996). In these companies new recruits are indoctrinated in the company values
summarised in policy bibles and are expected to intenialise them in order to perform
their autonomous roles accordingly without the need for external control. 1n
hospitality, the Ritz-Carlton is an ideal example of how the customer-oriented culture
and the company values almost prescribe the roles o f the empowered employees. The
Ritz-Carlton's Gold Standards communicate the company's vision to all the
employees, by recognising the provision of the finest personal guest service as the
company's "highest mission" and authorise them to do "everything [they] possibly
can to never lose a guest" (Woods and King, 1996: 66). The Gold Standards are
further reinforced by senior leaders through training, meetings, pocket cards and other
methods varying in each property and indeed employees are said to have "an
exceptional understanding and devotion to the company's vision, values, quality goals
and methods" (ibid.: 65). Similarly, at Harvester Restaurants a guest-oriented culture
was instilled in order to empower employees and to ensure that the latter would
develop the targeted behaviours and make the "right" decisions (Ashness and Lashley,
1995). Indeed, control of employee behaviour was designed to be intrinsic and
employees were expected to align their behaviour with company objectives on the
basis of company values, as opposed to policy and procedure manuals (ibid.). In
general, companies that have devolved decision-making authority and responsibility
for quality to lower level employees have also attempted to shift the orientation of the
corporate culture towards the customer (Widerman, 1993; Parsons, 1995; Colling.
1995)

Theory and practice suggest that the promotion of a customer-oriented culture is
necessary for implementing empowernient, as it guides employee behaviour towards
service quality and customer satisfaction and thus stimulates the exercise of
empowered behaviour during service delivery. Evidently, the critical element here is
not so much the company and management rhetoric promoting such customer
orientation, but rather the extent to which individual employees perceive that the
corporate culture and the prevailing values stimulate and support actions and
behaviours aimed at enhancing service quality and customer satisfaction. If employees
do not perceive that the organisational culture is customer-oriented it is unlikely that
they will exercise empowered behaviour, as they will not be certain that such
behaviour is aligned to company objectives and according to the acceptable norms. In
summary, the conceptual framework proposes that the extent to which employees
exercise empowered behaviour during service delivery depends on the extent to which
they perceive the organisational culture to be customer-oriented.

Sharing of information

Literature on empowerment unanimously acknowledges employees' access to
information as an important prerequisite for empowerment and the development of
empowered behaviour (e.g. Dobbs, 1993; Gandz and Bird, 1996; Randolph, 1995).
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Management is required not only to provide employees with the information, which is
necessary for them in order to carry out their tasks efficiently (Carr, 1994; Baum,
1995), but also with general information related to the organisation (Bowen and
Lawler, 1992). Primarily, employees need information that facilitates them in the
provision of service. For example, hotel receptionists need information about job
routines, the features of the services offered by the hotel and special promotion
activities (Gilmore and Carson, 1995), customer profiles and preferences regarding
the room type, the hotel's facilities, the newspapers they read and so on (Clutterbuck
and Kernaghan, 1994). Only with access to such information will frontline employees
be able "to act outside prescribed boundaries" (Baum, 1995: 109). An employee, for
example. who has access to guests' profiles may take corrective action as soon as he
or she detects that a guest has been allocated to a room, which does not match his or
her preferences. Regarding the organisation employees should be given information
about its mission and goals (Sparrow, Schuler and Jackson, 1994; Spreitzer, 1995), its
business plans (Lawler, Morhman and Ledford, 1995) and its performance (Spreitzer,
1995) including overall operating results (Lawler, Morhman and Ledford, 1995).
Randolph   (1995: 21-22) further recommends that management shares in general
"sensitive financial information", such as market share, growth opportunities and
competition.

Whereas the need to provide employees with job-related information is self-evident
and aims at enabling employees to perform their tasks effectively, it is the need to
provide organisation-related information that deserves more attention. Primarily,
information about the organisation's mission and goals is necessary for employees in
order for theni to understand the direction of the organisation and to enhance their
ability to align their decision-making and actions accordingly (Sparrow, Schuler and
Jackson, 1994; Spreitzer, 1995, Woods and King, 1996).If employees do not have
such information, they will be unable to evaluate whether potential decisions or
actions are in harmony with organisational interests and will therefore seek
managerial approval prior to taking any non-routine initiative. Lawler, Morhman and
Ledford (1995) contend that information about the unit's performance is likely to be
more meaningful for employees, as it relates more directly to individual employees'
jobs. Such information enables employees to understand how well their work units are
doing, so as to adapt accordingly their behaviour and decisions to maintain or improve
organisational performance in the future (Spreitzer, 1995). Moreover, performance-
related information "is fundamental to reinforce a sense of competence and believing
that one is a valued part of an organisation" (Spreitzer. 1995: 1447). Organisation-
related information, including the "sensitive financial information" recommended by
Randolph (1995), will help the empowered employees to understand the broad picture
of the organisation and its business environment (Barner, 1994) and will facilitate
"sense-making", which is very important in times of uncertainty (Weick in Spreitzer,
1996). By withholding such information employees are highly unlikely to become
"meaningfully involved in decisions affecting anything more than their immediate job
duties" (Lawler, Mohrman and Ledford, 1995: 12). As Carlzon (1987: 27) argues,
"anyone who is not given information cannot assume responsibility. [but] anyone who
is given information cannot avoid assuming it". Lastly, information sharing enhances
employee commitment to the organisation (Belasco and Stayer, 1994) and
demonstrates in practice management's trust in employees (Randolph, 1995). which
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has already been argued to be a prerequisite for the creation of an empowering
environment.

Hospitality organisations that have devolved authority to frontline employees to
exercise discretion during service delivery, provide them systematically with such
information. The TQM hotels studied by Partlow (1996: 70) were reported to provide
employees with "all relevant information". including information about the
organisation's mission and general performance, as well as the various quality
activities and objectives. The Disney Corporation provides operational personnel with
full access to sensitive financial information, such as annual capital budgets and
operating plans, "entrusting theni to translate the strategic plan from the board room
to the point of action within the theme parks" (Baum, 1997: 110). Similarly, at
Harvester Restaurants employees received in detail financial information about
operational performance (i.e. sales growth, profits. average expenditure per customer,
etc.) and "seemed to take a personal interest and pride in the unit's performance"
(Ashness and Lashley, 1995: 26). At Hyatt, management shares "with employees as
much information as possible about the company and how it's performing", in an
attempt "to be honest and instil in them a sense of ownership in the company"
(comments of the Corporate Director of Employee Relations of Hyatt cited in Go,
Monachello and Baum, 1996: 260). Thus, in difficult times for the company or the
individual hotels (e.g. sales are down) management "can openly discuss the impact of
the situation and what [they] can do together to solve it" (ibid.). Finally, in a number
of organisations from various industries studied by Randolph (1995) it was found that
where management shared with employees sensitive financial information about the
company, "the seeds of empowernient began to grow" (p.21) and "employees began
to act as empowered participants in the company" (p.22). On the contrary, where
management was reluctant to disclose such information, the creation of a sense of
trust was inhibited and "employees stiffened in their resistance to act as stakeholders
in the company" (ibid.). Sharing of information regarding organisational
developments and performance with all members o f the organisation at all levels was
also a characteristic of the excellent companies of Peters and Waterman.

Considering theoretical and practical accounts  it is argued  that the provision  of job-
and organisation-related information not only enables, but also stimulates employees
to become involved in the organisation and to participate in the decision-making
process. Absence of such information will deprive employees from both the motive
and the ability to make non-routine decisions and to demonstrate empowered
behaviour during service delivery. Therefore, the conceptual framework proposes that
the extent to which employees exercise empowered behaviour during service delivery
depends on the extent to which they perceive management shares information with
them.

Openness of communication

The link between the organisation's communication climate and empowered
behaviour is less obvious and direct. In fact there appears to be little, if any,
theoretical support in the empowerment literature for such a direct, causal link.
Nevertheless, the establishment of open communications appears to be a feature of
organisations fostering a high level of job autonomy (Clutterbuck and Kernaghan,
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1994) and is considered to be necessary in order to instil "an environment conducive
to empowerment" (Erstad, 1997: 325). In order to be open, communications need to
occur freely throughout the organisation, so not only top-down, but also bottom-up
and across functional boundaries (Gilmore and Carson, 1995; Erstad, 1997).
Management needs to communicate with employees and solicit employee feedback
(Baum, 1997) and "empowering" managers also need to facilitate communication
among all employees (Carr, 1994). In order to be effective and indeed two-way, a
large amount of communication, especially between management and employees
needs to occur "face-to-face" (Young and Post, 1993: 37).

The establishment of open communications is important primarily in order to facilitate
the clear understanding of the mission of the organisation and employees' role in it
(Tracey and Hinkin, 1996). Secondly, open communications are a critical factor for
the creation of a climate of trust within the organisation (De Vries, 1996) and for
motivating employees and influencing their attitudes (Gilmore and Carson, 1995),
especially towards the guests (Barbee and Bott, 1991). Open communications further
facilitate employee involvement and cross-functional participation by improving
coordination and integration of activities throughout the organisation (Gilmore and
Carson, 1995). Finally, open communications allow the exchange of ideas (ibid.) and
the free flow of information (Carr, 1994) especially towards lower level employees,
which has been argued previously to facilitate and stimulate them to become involved
in the decision-making process.

In line with theoretical claims, industry practice confirms that the establishment of
open communications is an important policy of organisations that engage in
empowerment initiatives and is actually considered as a key aspect for their
effectiveness. At Harvester Restaurants, for example, the communication system was
considered vital for supporting the empowerment programme and various
communication processes ensured the dissemination of information to all employees
and the identification of goals and problems (Ashness and Lashley, 1995). Similarly,
at Ritz-Carlton quality improvement ends were pursued by increasing communication
among the diverse functional areas (Woods and King, 1996), while at Forte
management established an internal communication system that gave to employees a
real sense of involvement in the company and a sense of clarity in all company
activities (Olsen and Teare, 1996). At Marriott. communications were identified as a
key aspect of empowerment (Maxwell, 1997), while at the international hotel
company studied by Jones, Taylor and Nickson (1997) communication "was
perceived to be both the lubricant and the determinant of good employee relations"

(p.550). At Hyatt, employee communications constitute the strongest component of
the company's human resource strategy programme and management has always
supported "clear, meaningful two-way lines of communication" among employees,

supervisors and managers (Go, Monachello and Baum, 1996: 260). At the TQM
hotels studied by Partlow (1996: 70) management expressed its belief that "frequent,
honest and open communication with employees is needed to reinforce a culture of
quality" and for this the hotels "encourage bottom-up communication to ensure that
employees' voices are heard by management" (p.71). Finally, the study undertaken by
Hales and Klidas (1998) revealed that in the two hotels that were found to implement
formal empowerment programmes, communications were freer and occurred also
upwards.
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Despite the limited support for a direct causal link between openness of
communication and empowered behaviour, it does appear from the above discussion
that the establishment of open communications facilitates the implementation of
empowerment by fostering and enabling employee involvement. In the absence of
open communications it is unlikely that employees will engage in any non-routine
decision-making or initiatives including during their interactions with customers.
Hence, the conceptual framework proposes that the extent to which employees
exercise empowered behaviour during service delivery depends on the extent to which
they perceive communication is open.

3.5 Research Hypotheses

The previously described relationships between empowerment practices, empowering
human resource practices, empowering management style, empowering organisation
and empowered behaviour are formulated into specific research hypotheses to be
tested during the field research. As the proposed conceptual framework also integrates
the notion of psychological empowerment, it is reminded that the focus of the
proposed integrated model is not merely on the content of the various management
interventions, but on employee perceptions of these interventions. Thus, the research
hypotheses aim to measure the relationships between employee perceptions regarding
these interventions and their self-reports of empowered behaviour. The proposed
conceptual model for implementing empowerment is represented schematically in
Figure 3.3.

Hypothesis 1·. Employees who perceive they have a higher degree of authority
in their .job will report exercising a higher degree of
empowered behaviour during service delivery.

Hypothesis 2: hi organisations employing more sophisticated selection-
recruitmetit processes ei,iployees will report exercisi,ig a
higher degree  of empowered  behaviour  during  service delivery.

Hypothesis 3: Employees who perceive they have received a higher degree of
"empowerment"    training   will    report   exercising   a    higher
degree  of empowered  behaviour during service deliren·.

Hypothesis 4: Employees who perceive that rewards are linked to individual

performance will report exercising a higher degree of
enipowered behaviour during service delivery.

Hypothesis 5: Employees who perceive they are managed by an empowering
management style will report exercising a higher degree of
empowered behaviour dw·ing service delivery.

Hypothesis 6: In organisations with fm·er hierarchical layers employees will
report exercising a higher degree of empowered behaviour during
service delivery.
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Hypothesis 7: Employees who perceive the organisational culture to be
ctistomer-orieitted lt,i/l report exercising a higher degree of
empowered behaviour during service delivery.

Hypothesis 8: Eniployees who perceive that nia,tageme,it slicires inore
information with them will report exercising a higher degree of
empowered behaviour during service delivery.

Hypothesis 9: Employees who perceive conintimication withi,i tile
organisation to be more open will report exercising a higher
degree of empowered beliaviour during service delivery.

Empowering  lanagement
St le

(Supenors delegate. support.
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re:Ounis: Alieir subordinate,

Empowerment Practices
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Training
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Figure 3.3 An Integrated Model of Implementing Empowerment

3.6 Individual-Related Control Variables

In addition to management interventions and behaviours, there is a range of
individual-related factors, which may also influence the development of empowered
behaviour by individuals during service delivery. Such factors include the employee's
educational level, working experience, age, gender, position and type o f contract and
their inclusion in the model serves a twofold objective. Primarily, these factors are
used as "control variables", in order to ensure that the relationships uncovered
between the main variables of the model are not explained by the specific socio-
demographic characteristics of the sample. Secondly, their inclusion in the model has
also an exploratory purpose, as there is some theoretical support for linking them to
empowered behaviour. A brief theoretical analysis of the potential relationships of
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educational level, working experience, type of employment, age and gender to
empowered behaviour follows below'

Educational level

The employee's educational level is probably the individual attribute most likely to
influence the exercise of empowered behaviour, as education equips individuals with
"a minimum capacity for participation" (Hales, 1993: 143). Indeed, a prerequisite for
empowerment is the competence of employees in their job (Zemke and Schaaf,  1989;
Maxwell, 1997) and higher levels of education enhance individual competence by
providing them with the necessary knowledge, skills and abilities that enable them to
perform their tasks. Hence, higher education further strengthens an individual's
feelings of self-efficacy (Spreitzer, 1996) and this may in turn facilitate the
development of empowered behaviour during service delivery (Kelley, 1993).
Evidently, more educated individuals can better understand and evaluate the
information provided by the organisation and thus the broader context, which is
important for them to align their performance and decisions to organisational goals.

Working experience

Working experience may also be linked to empowerment. As Zemke and Schaaf
(1989: 69) argue "service wisdom...comes  from the breadth and depth of experience
that empowered employees amass and continually reinvest on behalf of the customer"

Indeed, at Marriott greater employee experience helped to ease the problem of hasty
".and expensive decisions made by "freshly empowered employees in their effort to do

"whatever it takes" to please customers (Maxwell, 1997). In addition, individuals that
have been working longer in the hotel are more familiar with the hotel's culture and
have a better understanding of its mission and goals, which puts them in a better
position to determine which patterns of behaviour are acceptable and encouraged and
which are not. It is therefore assumed that in an organisation with a customer oriented
culture, those who have been employed longer will hesitate less in exercising
discretion in order to satisfy customers, compared to more recent employees who may
prefer to "stay on the safe side" and consult with their supervisor before making a
non-routine decision. Lastly, more working experience with a hotel also means that
employees are more familiar with its "clientele" (Hope and Muhlemann, 1998) - or
occasionally even with specific guests - and therefore more familiar with their
personal needs and preferences, knowledge, which facilitates the exercise of
empowered behaviour.

Age

The empowerment endeavour of Marriott has shown "that employees under 24 years
",old tend to lack sufficient experience to undertake the role of the 'empowered

1 The potential link of the job position to empowered behaviour is not examined, as the study focuses
on customer-contact employees working at the departments of Front Office and Food and Beverage, a
choice, which was consciously made on the grounds that customer-contact positions in these
departments would allow and demand the highest degree of empowerment within a hotel. Furthermore,
the empowerment theory - at least that part studied here - does not suggest in any way that the
requirement for or suitability of the notion of empowerment may vary between these departments.
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(Lashley and Taylor, 1998: 163), whilst other writers (Hall in Lashley and Taylor,
1998) have suggested that it is older employees who have difficulties in assuming
such role. It may indeed be possible that while young employees lack the necessary
"service wisdom" to undertake decision-making responsibilities, older employees may
have been for too long accustomed not to assume such responsibilities and to resort to
the "service wisdom" of their superiors. As Lashley and Taylor (1998: 163) contend,
it may be that "employees can be too young as well as too old in this respect".

Type of employment

The Marriott experience also points to the possibility that the type of employment of
individual workers may play an important role in the development of empowered
behaviour. In particular, it showed "that full-time employees coped better with the
demands of empowerment than part-time and casual staff, who can become detached

"from the organisation through the periodic nature of their contact with the firm
(Lashley and Taylor, 1998: 163). Presumably, because this periodic nature of contact
of part-time and casual staff with the organisation on the one hand deprives these
employees from the motivation of becoming involved in organisational  life and on the
other hand it inhibits them from becoming involved even if they want to.
Additionally, because the organisation is not likely to invest substantially in the
development of the requisite skills in part-time and casual staff, whereas management
expectations and therefore, encouragement, trust and support regarding the exercise of
empowered behaviour may also be limited.

Gender

Lastly, the gender of the employee may influence the development of empowered
behaviour, as it usually prescribes different roles, even in modern societies, for males
and females. Hofstede (1991), for example, contends that males are raised to be more
assertive, competitive and tough, whereas women are raised to be more concerned
with relationships and the living environment. Empowerment may, in fact, allow
room for the expression of both gender roles. On the one hand, initiative taking and
decision-making during the interactions with customers may demand some degree of
assertiveness to encourage relying upon one's own judgement, as opposed to seeking
the advice of a superior. And on the other, initiative taking to enhance customer
satisfaction may also require a genuine concern for and interest in the customer's
needs and of course the hotel-customer relationship.

3.7 Conclusions: Added Value of Proposed Model

The core proposition o f the conceptual framework for implementing empowerment is
that the development of empowered behaviour during service delivery is influenced
by factors related to management practices, human resource practices, management
style and the organisation. This is similar to the principal proposition of many
approaches to implementing empowerment. For example, Conger and Kanungo
(1988) have also proposed interventions in organisational factors (e.g.
communications), management practices (i.e. selection and training), supervisory
style, reward systems (e.g. incentive-based rewards) and in the job design (e.g.
training, authority), in order to enhance feelings of self-efficacy among employees,
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which is presumed to lead to initiation and persistence of behaviour. Accordingly,
Cohen, Ledford, and Spreitzer ( 1996) propose a model for self-managing team
effectiveness consisting of four categories of variables, namely "group task design

"

(i.e. empowernient practices), "encouraging supervisory behaviours" (i.e. empowering
management style), "group characteristics". including "group composition" (i.e.
selection-recruitment) and "group beliefs" (i.e. echoing "customer-oriented culture")
and "employee involvement context" (i.e. decision-making power, information,
rewards and training). Similarly, Thomas and Velthouse (1990) propose management
interventions such as leadership, delegation, job design and reward systems, which
aim at increasing intrinsic task motivation and ultimately at the development of
behaviour.

Despite the similarities of the principal conceptual proposition with the previous
approaches the added value of the present model is significant, since it integrates the
piecemeal theory on the implementation of empowerment into one conceptual
framework. Unlike many theoretical claims that enipowerment can be merely the
result of several management interventions. usually in training and management style,
the present model suggests that the effective implementation of empowerment
demands drastic interventions in a wide range of management policies, practices and
behaviours and even in the entire organisation. In addition to these factors, the model
proposes a number of individual-related factors, which have received minimal
attention from the empowerment theory, yet may in practice play an important role in
in fluencing the development o f empowered behaviour. Moreover, the proposed model
translates the assumptions of the empowerment theory into concrete research
hypotheses, which are developed into an operational model to be tested within the
upscale and luxury segment of the hotel industry. Most importantly, the notion of
psychological empowerment is integrated in the model by recognising that it is not
merely the content of empowerment interventions that may lead to the exercise of
empowered behaviour, but rather the way that these interventions are perceived and
experienced by individuals. Thus, the research hypotheses predict relationships
between employee perceptions regarding the various intel·ventions and their self-
reported exercise of empowered behaviour, which will be tested on the basis of data
that employees themselves provide in the employee survey. Finally, the proposed
model, although based on a wide range of general management concepts, is
specifically oriented towards the hospitality industry and in particular the hotel
industry.

Obviously, in view of the inherent international character of the hospitality and hotel
industry the model needs to be completed by examining the influence of national
culture in the application o f empowerment in cross-cultural contexts. This will be the
concern ofthe following chapter.
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CHAPTER 4

EMPOWERRIENT IN CROSS-CULTURAL CONTEXT

4.1 Introduction

Although the need to empower employees has been partly justified by increasing
global competition. the study of empowerment has not developed an international
perspective. In fact, the vast majority o f published literature on empowerment clearly
has an Anglo-Saxon cultural background and has barely addressed the implications of
applying the concept in an international and multicultural context. Where some
concern is raised about the extent to which employees invariably welcome autonomy
and decision-making responsibility, this is confined to individual preferences and
personality traits (e.g. Bowen and Lawler, 1992; Lovelock, 1995) and tends to ignore
the individual's cultural background. A monocultural approach to empowerment is
also evident in the hospitality management literature, despite the inherent international
character of hospitality operations. As a result, the empowerment theory uniformly
proposes drastic changes in the structure of organisations and in the way managers
lead their subordinates, and makes arbitrary assertions that employees will invariably
embrace the resulting changes in their work roles.

A handful of attempts to consider the applicability of empowerment beyond the
Anglo-Saxon cultural context reveal the cultural relativity of the "global" assertions of
the empowerment theory. For example, Durcan and Kirkbride (1994) considering
various cross-cultural theories directly question the universal validity of the
empowernient "doctrine" and raise the issue of its "compatibility" with certain
cultural contexts. They especially base their assumption on the work of Dutch scholar
Geert Hofstede and in particular on the dimensions of national culture that he has
developed as a result of his extensive international study on work-related values.
Indeed, the study of Hofstede (1991) provides an ideal framework to examine the
issue of the "cultural relativity" of empowerment and this will be the purpose of the
present chapter. The following section (Section 4.2) will primarily specify the way
that culture is conceptualised in this study. Section 4.3 will then address in brief a
major question that has preoccupied social scientists for several decades: Whether
organisations are culture-free or culture-bound, a question, which has been
incorporated in the debate among the supporters of respectively the convergence and
the "culturalist" thesis. Section 4.4 will subsequently present the basic tenets of the
work of Hofstede and will describe the dimensions of national culture, which
constitute the cornerstone of his theory. This section also substantiates the reason for
integrating Hofstede's work in this study by considering the criticism of other
scholars on his work. In Section 4.5 the basic propositions of Hofstede's work are
used to address the cultural relativity of empowerment and Section 4.6 substantiates
specific relationships between power distance and uncertainty avoidance and the
variables of the integrated conceptual model presented in the previous chapter. These
relationships will be formulated in research hypotheses in Section 4.7, which will also
present the "integrated conceptual model" for understanding the empowerment
process across cultures. Section 4.8 will draw some conclusions from the preceding
discussion and will attempt to identify the added value of the proposed model.
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4.2 Culture Defined

Before proceeding to the main issues of concern of this chapter it is necessary to
clarify the meaning of the term "culture". Primarily, it is important to distinguish
between culture in the narrow sense and culture in the broad sense. According to
Hofstede (1991: 5) in its narrow sense "culture commonly means 'civilisation' or
'refinement of the mind' and in particular the results of such refinement, like
education, art and literature" In its broad sense culture pertains to "certain patterns of
thinking, feeling and acting. [which] have established themselves within a person's
mind" (ibid.). The latter "broader" meaning of culture is common within the context
of social anthropology and is therefore relevant to the present study.

Even within this more specific context of social anthropology, however, the concept
of culture is rather ambiguous (Lammers and Hickson,  1979). To quote Tayeb (1994:
430): "Culture, to some researchers, is some combination of norms, values, feelings,
thinking, roles, rules, behaviour, beliefs, attitudes, expectations, meanings, and so on.
To others, culture is understood by what it does not include: economics, politics, law,
religion, language, education, technology, industrial environment, society or the
market". According to the early often-quoted definition of Kluckhohn (cited in Drenth
and Groenendijk,  1998:  136), the concept of culture represents "patterns of behaviour
of human groups acquired and transmitted by symbols; the essential core of culture
consists of traditional ideas, and especially their attached values"'. Lammers and
Hickson (1979: 6) are more concise, reserving the concept of culture for "patterns of
roles and norms embedded in certain paramount values" Drenth and Groenendijk
(1998: 136) derive from the aforementioned definitions a more straightforward
conceptualisation of culture as "the pattern of attitudes, values, and norms iii a given
society that exercise an influence on the behaviour of population groups".  In a recent
"all-inclusive" conceptualisation Koopman, Den Hartog, Konrad et al. (1999: 506)
define culture as "shared motives, values, beliefs, identities, and interpretations or
meanings of significant events that result from common experiences of members of
collectives and are transmitted across age generations"

Despite the variations in the above definitions it is more or less agreed that the core of
culture is formed by deeply embedded values (Hofstede, 1991), which are shared by
the members of large (sub-) populations (Drenth and Groenendijk, 1998). According
to Kluckhohn (in Berry et al., 1992) values refer "to a conception held by an
individual, or collectively by members of a group, of that which is desirable and
which influences the selection of both means and ends of action from among available
alternatives". Hofstede (1991: 9-10) makes a clear distinction between this
"desirable", i.e. "how people think the world ought to be", and the eventual selection
of both means and ends of action, which is the "desired" or "what people want for
themselves". In the case of the former, "the norm is absolute, pertaining to what is
ethically right [and] relates more to ideology". In the case of the latter, "the norm is
statistical [indicating] the choices actually made by the majority" and relates, thus, to
practical matters. As conceptions of the desirable, values correspond to personality
traits and cultural characteristics and "are relatively stable features o f individuals and
societies" (Berry et al.,  1992: 51). Values are "the deepest mani festations of culture"
instilled in individuals implicitly and unconsciously in early childhood and are
therefore very difficult to change in the course of one's life (Hofstede,  1991). In an
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analogy of the way computers are programmed, values are instilled in individuals  in a
similar way that software is installed on computers (ibid.).

Extending this analogy with the programming of computers, Hofstede (1991: 5)
defines culture as "the collective programming of the mind which distinguishes the
members of one group or category of people from another" He emphasises that
"culture is learned, not inherited" and that "it derives from one's social environment,
not from one's genes". Although culture adapts itsel f to changing social and physical
conditions, it remains relatively stable over time and over generations (Drenth and
Groenendijk, 1998). Hofstede distinguishes culture from human nature and the
individual's personality, although the borders are rather difficult to define accurately.
Human nature is common in all human beings and "represents the universal level in
one's mental software". It entails inherent human characteristics, such as feelings of
fear or love or the need for social contact, whose expression is modified by the
influence of culture. The individual's personality, on the other hand, refers to the
individual's unique set of mental software, which is partly inherited with one's unique
set of genes and partly learned through the influence of culture and one's unique
personal experiences.

In investigating the role of culture in influencing the application of empowerment
across different countries, it is important to state that the notion of culture will be used
as perceived in the context of social anthropology and specifically as defined by
Hofstede. In particular, the question posed is whether distinct patterns or dimensions
of this collective programming of the mind across different categories o f people may
influence management interventions and behaviours and ultimately employee
behaviour. This question is an extension of a fundamental problem that has
preoccupied social scientists engaged in cross-national comparative research.
Whether, in fact, organisations iii different countries are shaped by culture or whether
they defy such cultural influence. In short, whether organisations are "culture-bound"
or "culture-free". This question has been at the heart of the convergence/divergence
debate, which, since several decades, has divided social scientists within the context
of comparative industrial sociology.

4.3 The Convergence/Divergence Debate

It appears that the convergence/divergence debate emerged as a result of increasing
interest in industrial sociology after World War 11 and its subsequent expansion to
comparative industrial sociology. This expansion was partly due to the policy of the
United States to revive world trade after the war, which "called for social science
advice and legitimation", hence inspiring and financially enabling comparative studies
(Form, 1979: 2). Among researchers who have engaged in cross-cultural research two
broadly distinctive groups have emerged: "One which did not recognise any
significant role for culture in organisations, and one which attributed all or almost all
characteristics of organisations to culture" (Tayeb, 1994: 438). In order to evaluate the
extent to which culture may influence the application of organisational theories and
practices across countries, it is important to elaborate in more detail the basic tenets of
these opposing camps.
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4.3.1 The Convergence Hypothesis

In the name of the principle "that there is no science possible without universality"
(Maurice,  1979: 43), the main aim of comparative industrial sociology has been to
develop universal supra-national organisation theory (Hickson et al., 1979). Thus,
comparative organisational sociology has initially focused rather more on discerning
"genotypical likeness" of organisations across institutional and societal environments,
than on detecting "genotypical unlikeness" due to inter-institutional and inter-societal
differences (Lammers and Hickson, 1979). The result of this focus has been the
development and formulation of the "culture-free" thesis, which was based on the
belief that "situational demands are the sole determinants of organisational change"
and  that "the relationships between structural or contextual variables are. . .invariant
across cultures" (Berry et al., 1992: 318-319). The logical extension of the culture-free
thesis was the convergence hypothesis, which put forward the idea that "the effects of
technology are so strong that they suppress the more subtle effects of cultural
variables" resulting in a homogenising effect on organisations overall (ibid.).

The  foundations  of the convergence hypothesis  were  laid  down  in  1960  by  labour
economists Kerr, Harbison, Dunlop and Myers and in particular by their hypothesis
"that industrialism, not capitalism, would dominate the world and shape national
institutions into a common mould" (Form, 1979: 2). In line with these scholars,
Inkeles demonstrated in the same year that workers in several Western nations shared
many attitudinal and behavioural features due to their Comillon exposure to industrial
technology and social organisations (ibid.). From this, he proposed "a social-
psychological convergence hypothesis" presuming that "workers so exposed in less
industrial societies would develop similar world views, universalistic values,
participation patterns and other attributes" (ibid.:  2).  In sum, the advent of the modern
technological society would be acconipanied by the emergence of a "Modern Man",
whose values and behaviour would be basically the same everywhere (Drenth and
Groenendijk, 1998: 152).

At the heart of the convergence hypothesis is therefore the technological and
industrialisation imperative, which principally prescribes certain "regularities" or
"first-order consequences" as a result of economic development. Moore (in Form,
1979: 5) after studying the impact of industry summarised the following regularities:
(a) regularities in worker interaction in factories, (b) systematic changes in industrial-
occupational structures, (c) growth of universalistic labour markets, (d) free
geographic and social mobility of workers, (e) growth of bureaucracies to coordinate
workers, and (f) urbanisation. He further contended that these "first-order
consequences" are subsequently succeeded by "variatio,ts in institutional responses to
industrial growth...in the family, community organisation, ideologies, religious
practice, popular culture, and social stratification" (emphasis in original). Along this
pathway o f homogenisation cultural factors are merely seen as having a conservative
influence (Drenth and Groenendijk, 1998) acting "as a brake, opposing traditionalism
to modernism" (Maurice. 1979: 45). It is important to note that the core proposition of
the convergence hypothesis is that there is a stable relationship between structural and
contextual variables and that "differences among countries can only be explained by
the unequal weighing of these variables, i.e. by a more or less high level of
industrialisation (or under-development)" (Maurice, 1979: 46).
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Social scientists supporting the theorem of convergence focused precisely on the
stability of the relationship of structural and contextual variables, investigating
"whether the social structural changes stimulated by industrial growth follow orderly
sequences in a predictable direction" (Forni, 1979: 5). Form, for example, reviewed a
number of studies in order to examine the continuity of structural and contextual
variables and in particular whether increasing levels of industrialisation yielded
Moore's regularities or "first-order consequences" (ibid.). Having found that "the
technological variable is cross-culturally quite robust in explaining social behaviour
on the job, in the factory, and in job-related social systems", he predicted that the
convergence hypothesis "will not disappear", although "it may dress itself in new
symbolic robes" (p.23). Similar is the conclusion of Negandhi (1979: 332) who feels
that "the logic of technology is taking over man's differing beliefs and value
orientations" and that "increasingly, the road is becoming one". allowing, thus, very
limited room for cultural divergence. He draws this conclusion following a sizeable
study in 56 American subsidiaries and 55 "comparable" local companies in Latin
America (i.e. Argentina, Brazil and Uruguay) and the Far East (i.e. India, Philippines
and Taiwan) and fifteen US parent companies. On the basis of the results of this study
Negandhi challenged "the cultural explanation of differences in management practices
between developed and relatively underdeveloped countries", which are determined
principally by economic or political factors (p.329). Interestingly, he came to this
conclusion after asking managers theniselves to identify the most important
environmental variables affecting a range of their practices, such as planning and
decision-making, which is, however, a rather nake approach. As Hoppe (1990: 200)
accurately observes, "the fish is the last one to discover water", in a sense that "the
element water is so omnipresent and familiar that the fish will not detect it unless
removed from itit" Being "in the water" it was to be expected that managers would not
identify their cultural values as influencing the way they practised management.

Finally, Child and Kieser (1979) have also investigated the validity of the contingency
approach by undertaking a comparison among 82 British manufacturing and service
companies and 51 German manufacturing companies. They collected their data
mainly through interviews with a range of managers in each organisation and a s, lf-
administered questionnaire completed by 787 managers in the British companies and
198 managers of the German companies. Interestingly, their results confirmed the link
between size, organisational structure and managerial roles predicted by the
contingency thesis, but also revealed differences in the nature of authority
relationships between the two countries that "were the least satisfactorily accounted
for by the culture-free thesis" (ibid.: 260). Hence, they have concluded that although
industrialisation appears to explain variation in the structural characteristics of
organisations across countries, the cultural factor "has most bearing upon modes of
individual conduct and interpersonal relationships" (p.268)

4.3.2 The Culture-Specific Thesis

In parallel with the development of ideas supporting the culture-free thesis and the
convergence hypothesis social scientists were progressively confronted with
increasing "indications" of the inadequacy of universal organisation theories in
explaining variations in organisations across cultures. Primarily, because it was
realised that social science and organisational theory were largely cultural products of
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the West and specifically of the United States, entailing a built-in ethnocentrism
(Hickson et al., 1979). As such, they provided an inadequate framework for studying
and analysing organisations in other societies (ibid.). Secondly, because it was
realised that countries at a similar level of industrialisation and technological
development were "paradoxically" exhibiting discrepancies in productivity, which
could not be explained by contingency variables (Berry et al., 1992). Indeed, the
industrial growth  o f Japan during the 1960s  and  1970s has been largely ascribed  to
policies and practices that were specifically related to the Japanese culture (ibid.). And
thirdly, because accumulating research evidence from comparative cross-national
studies pointed to the direction that culture might explain in the end variations in
organisations across countries.

One of the first such studies was conducted by French sociologist Crozier, who
compared a clerical agency in Paris and three plants of the French tobacco industry
with organisations in the United States and the Soviet Union (Lammers and Hickson,
1979). On the basis of his findings from this comparison he offered a tentative
explanation attributing largely the dysfunctional characteristics of bureaucracy that he
observed in the French organisations to the French culture (Drenth and Groenendijk,
1998). Following on Crozier's "tentative explanation" Clark (1979) compared the
French tobacco industry (as studied by Crozier) with a "comparable" British industry,
seeking to examine whether "cultural dissimilarities", as opposed to organisational
variables, explained the "bureaucratic pathology" described by Crozier. Clark, in fact,
identified a priori two such cultural dissimilarities, which referred to "the pace and
form of social change and the loci of decision-making" (p.276). Having found that the
British factories he studied were not characterised by the pathological features of the
French enterprise, he concluded that these were "plausibly explained" by the
identified cultural differences. Influenced by his findings, Clark supported the
undertaking of cross-cultural studies, which, he argued, required a distinctive
paradigm or theory of culture and not the contingency approach proposed by the
convergence proponents.

The result of these developments was the creation of the "divergence school of
thought" (Pizam, Pine and Mok, 1997), as an opposing pole to the supporters of the
culture-free thesis and convergence, which supported the "culture-bound" or "culture-
specific" thesis (Tayeb, 1994). The principal proposition of scholars in this latter
category is that "specific traditions, value patterns, ideologies and norms are bound to
differentiate as much or even more than structural factors between societies and,
within each society, between various institutional areas" (Lammers and Hickson,
1979: 10). Thus, social scientists supporting the divergence perspective not only
challenge directly the proposition of the psychological convergence due to
industrialisation and modernisation, but also contradict the theorem of institutional
and societal convergence. Cultural differences are, in fact, argued to have a significant
impact on the way organisations function across cultures, which may even surpass
that of technology. This holds to some degree for the "visible" organisational
characteristics, such as centralisation, specialisation and formalisation. and largely for
the "invisible" processes and relationships that lie behind them (Drenth and
Groenendijk, 1998). Such relationships and processes include "power and authority
relationships, coping with uncertainty and risk-taking, interpersonal trust, loyalty and
commitment, motivation, control and discipline, coordination and integration,
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communication, consultation and participation" (Tayeb, 1994: 440). As Tayeb argues,
"it is here that the universality of organisations ends" (ibid.).

This latter distinction between the "visible" and the "invisible" characteristics of
organisations may, in fact, accentuate the fundamental difference between the
convergence and the divergence theorems. In particular, it underlines the contrast in
perspective between the two approaches, which seek to weigh the importance of
contextual or cultural variables by focusing on different aspects of organisations
(Tayeb,  1994). The proponents of the culture-free thesis focus on structural (visible)
organisational characteristics, whilst those of the culture-specific thesis focus on
invisible organisational processes. As the iii fluence o f culture is less - or at least less
evident - with respect to the visible organisational characteristics (Drenth and
Groenendijk, 1998), it may be plausible to assume that some convergence may occur
at the level of macro-level variables, such as organisational structure and technology
(Berry et al., 1992). Conversely, when the focus is on micro-level variables, such as
individual attitudes and values, it is plausible to challenge the validity of the
psychological convergence hypothesis and to presume that such variables will remain
culturally distinct (ibid.).

The distance between the lK o opposing poles is magnified due to an obvious absence
of an agreed conceptualisation of the notion of culture (Tayeb, 1994) and, as earlier
mentioned, o f a distinctive paradigm or theory o f culture (Clark, 1979). According to
Drenth and Groenendijk (1998: 135) "the problem is that not all national differences
can be considered cultural differences, in spite of the fact that [often] the words
'cross-cultural' and 'cross-national' are used synonymously". Thus, when culture is
seen as irrelevant of "economics, politics, law, religion, language, education,
technology, industrial environment, society or the market..., it is only to be expected
that its influence might seem to be attenuated" (Tayeb, 1994: 439). On the contrary,
„ if culture is taken to include all norms, beliefs, values, thoughts, feelings and
behaviours, then of course it influences management, indeed it embraces
management" (ibid.).

The problem created by the absence of a widely acceptable conceptualisation of the
notion of culture is evident in the study of Maurice (1979), who in essence contends
that the selection between a convergence and a "culturalist" perspective is not an
inevitable dilemma. On the one hand, he criticises the culture-free and convergence
approach for using "cross-national comparisons only as an extension of research
studies carried out first on national samples" (ibid.: 47). On the other hand, he also
criticises the culturalist approach, which "rests entirely upon the vague data provided
by the study of values" (p.46). Maurice, hence, proposes an intermediate approach
based on "a comparison of the systemic relationships between social structure and
organisations and of the processes by which they are manifested in each national
situation alone [in order to] develop a theory of organisations (in society) which will
integrate into a 'universal' model the particularities and discontinuities of each
national experience" (p.47). Maurice, indeed, attempted to adopt such an approach by
examining the wage hierarchy and overall job structures in two comparable firms in
France and Germany. Yet, although he remains "on the alert to avoid the pitfalls of

  Emphasis in original.
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culturalism and historicism" in interpreting the uncovered considerable differences in
both wage and job structures (p.56). lie cloes explain these in terms of cultural
background variables (Berry et al.. 1992), such as the distinct educational system and
social stratification in the two societies.

In conclusion, although the culture-free and culture-specific theses indeed diverge in
terms of the theorems of cross-national organisational theory that they propose, they
are surprisingly convergent in one of their key conclusions: That "cultural variables
have  not.. .been incorporated  into a model which systematically links together  the
analytical levels of context, structure. role and behaviour" (Child and Kieser, 1979.
269). And consequently. that the comparison of organisations across cultures demands
a coherent paradigm or theory of culture, which will allowj social scientists to assess
the extent to which cultural ralues influence organisational variables and processes.
Such a coherent theoretical framework, which allowed the incorporation of the
cultural element in the study of organisations across societies. was offered by Dutch
scholar Geert Hofstede. His landmark study on work-related values "has provided one
of the few empirically and conceptually based sets of cultural dimensions on which
contemporary cultures or nations can be arrayed" (Schwartz, 1994: 86). A review of
the work of Hofstede, including its implications for the study o f organisations across
cultures, is provided in the following section.

4.4 The Theory of Hofstede on Cultures

The work of Hofstede on national cultures was the fruit of his participation as a
psychologist  in a research  team,  which  between   1967  and 1973 carried  out  an
international survey among the employees in the subsidiaries of IBM in 72 countries
(Hofstede,  1998). The study yielded a sizeable database of 116.000 questionnaires,
which included approximately 150 questions dealing with company policies. practices
and employee attitudes, beliefs and values. The primary purpose of the study was non-
academic and it did not. hence, intend to identify value differences among countries.
When Hofstede was later given the opportunity to study this unique database, he
observed that the responses iii the val,ie-related items presented remarkable and very
consistent differences among employees from different nationalities (Hofstede,
1983a). From the responses in 32 such items Hofstede derived by means of factor
analysis fourl distinct factors or. as he called them. "dimensions of national culture"

These dimensions of national culture "point to four basic problems every society has
to solve in its own way: Inequality, togetherness, gender roles, and dealing with the
unknown" (Hofstede, 1998: 28). He has named these dimensions respectively "power
distance", "individualism-collecti,·ism", "masculinity-femininity" and "uncertainty
avoidance" and defines them as follows (Hofstede, 1998: 25-26):

•   Power dista,ice is defined as "the extent to which the less powerful members of
institutions and organisations within a country expect and accept that power is
distributed unequally"

2 A fifth dimension was later identified following the Chinese Value Survey (CVS), which was
designed "w·ith a deliberate non-Western bias" (Hofstede, 1991: 161).This dimension w·as named
"Confucian dynamism" thanks to its link to the teachings of Confucius and "iii practical terms, it refers
to a long-term versus a short-term orientation in life" (ibid.).
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•   Individitalism is defined as "the extent to which the ties between individuals in a
society are loose, so that everyone is expected to look after himsel f or hersel f and
his or her immediate family only". Its opposite pole collectivism is defined as "the
extent to which people in a society from birth onwards are integrated into strong,
cohesive ingroups, which throughout people's lifetime continue to protect them in

"
exchange for unquestioning loyalty

•   Afascultilit)· is defined as "the extent to which social gender roles in a society are
clearly distinct; men are supposed to be assertive, tough. and focused on material
success; women are supposed to be more modest, tender, and concerned with the
quality of life" Its opposite pole femininin· is defined as "the extent to which
social gender roles in a society overlap; both men and women are supposed to be
modest, tender and concerned with the quality of life"

•    U,icertaino· avoidance is defined as "the extent to which the members of a culture
"feel threatened by uncertain or unknown situations.

The terms ascribed to each dimension "existed already in some part of the social
sciences" and they were selected, because "they seemed to apply reasonably well to
the basic problem area each dimension stands for" (Hofstede, 1991  14). For each of
the countries included in the IBM study Hofstede calculated a score on each of the
above dimensions. Taken together, individual country scores formed a continuum in
each of the above dimensions, ranging from small to large power distant countries,
individualist to collectivist, masculine to feminine and weak to strong uncertainty
avoiding. Simultaneously, the positioning of each country in these continua resulted
in distinct country groupings or clusters, which shared similar scores in the
dimensions of national culture and, hence, rather common cultural values. Having
established the grouping of the countries in cultural clusters Hofstede sought to
explain the origins of his dimensions of national culture on the basis of country
indicators (e.g. geographical latitude, national wealth) and most interestingly, on the
basis of "the common history of similarly scoring countries" (Hofstede, 1994a: 6).

Regarding power distance, he explained the positioning of countries with a Roman
language and those with a Chinese (Confucian) cultural inheritance towards the
medium to high pole on the grounds o f their integration under the rule of respectively
the Roman and the Chinese empire. He also identified the origins of power distance in
climate (using as a "proxy" the countries' geographical latitude), size of population
and national wealth, which together explained 58 percent of variation in the power
distance scores. The origins of individualism were identified in the organisation and
wealth of societies, with wealthy, urbanised and industrialised societies being more
individualist compared to the poorer, rural and traditional societies, which were more
collectivist. As a result of the correlation of collectivism with power distance,
geographical latitude (i.e. climate) was also found to predict individualism and in
particular countries with moderate and cold climates tended to be more individualist.
Hofstede also found population growth to be related to collectivism, whereas he also
identified the origins of this dimension in historical factors, such as the teachings of
Confucius, which instilled collectivist values in East Asian countries. the rural
organisation of society in some Western European countries, which promoted
individualism and the migration from Europe to (currently) high individualist
countries, such as the United States, Canada, Australia and New Zealand. As far as
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masculinity/femininity is concerned, cold climates were more likely to be associated
with feminine cultures, whereas historical factors were again sought to explain the
concentration of feminine cultures in north-western Europe and the noteworthy
classification of Latin American countries in both masculine and feminine cultures.
Finally, for the dimension o f uncertainty avoidance Hofstede was not able to establish
statistical associations with any of the previous indicators and thus identified the
origins o f uncertainty avoidance exclusively on historical facts. Most interestingly, he
interpreted the difference in uncertainty avoidance between Roman language countries
(strong uncertainty avoiding) and the Chinese-speaking countries (scoring much
lower) on the basis of a fundamental difference in the principle of administration
between the Roman and the Chinese empires. The former being described as
"government by law", evidenced in the unique legal system of the Roman Empire,
and the latter being described as "government of man", evidenced in the absence of
this concept of law in the Chinese Empire (Hofstede, 1991: 135).

Most relevant, however, to the purpose of this study were the implications that
Hofstede derived from each dimension of national culture for, among others, the role
pair of boss-subordinate in the workplace, which impinges upon the way
organisations function. Drawing on these implications Hofstede (1980) contended that
the application of management concepts and theories in different countries is
culturally conditioned and, hence, challenged the universal validity of organisation
and management theory. It is on these very arguments that the present study will
support the hypothesis for the "cultural relativity" of the notion of empowerment.

4.4.1 Implications for Management Theories

Based on the conceptualisation of culture as "collective software of the mind" and the
fact that this collective software has been programmed throughout and according to a
culture's collective experiences, or else its history, Hofstede supported the belief that
all people are culturally conditioned (Hofstede, 1980). As he points out (p.50):

"We see the world in the way we have learned to see it. Only to a limited
extent can we. in our thinking, step out of the boundaries imposed by our
Cultural conditioning.  This applies to the author  of a  theory as  much  as  it does
to the ordinary citizen: Theories reflect the cultural environment in which they
were written. "

He, therefore, questioned - like the supporters of the culturalist approach - the
"universal validity" of management theories, which have been largely developed in
the United States and, thus, "reflect the cultural environment in which they were
written" (ibid.). Unlike his "predecessors", however, he specified the cultural
conditioning of management theories on the basis of the positioning of the United
States in each of the identified dimensions of national culture. He, thus, argued that
management theories developed in the United States are influenced by, foremost, the
country's "ultrahigh" individualism (highest among all countries measured), its
moderate power distance, which is still higher than several other wealthy countries, its
weak uncertainty avoidance and its relatively high masculinity (Hofstede, 1980). In
particular, Hofstede questioned the universal validity of theories on leadership,
motivation and organisation.
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Leadership

According to Hofstede (1983a) the dimensions that influence leadership mostly are
those of power distance and individualism-collectivism. Power distance reflects the
degree to which the individuals themselves in various cultures prefer to be managed in
a directive or a participative style. In countries with large power distance individuals,
in general, would rather be managed in a directive or autocratic way, whereas
individuals in small power distance countries would have a clear preference for
participative or democratic styles. The cultural perspective versus leadership is indeed
reflected in the most popular American leadership theories, such as the McGregor's
"Theory X and Theory Y", Tannenbaum and Schmidt's leadership behaviour
continuum, Likert's leadership styles and Blake and Mouton's "managerial grid".
Influenced by the middle position of the United States on power distance, these
theories support the idea of pallicipative managenient, which is, however, introduced
following the initiative of the manager (see also Figure 3.2). These theories do not,
therefore, recognise or assign any role to subordinates beyond a behavioural response
(i.e. participation) to the manager's initiative. Hofstede, however, claims that it is the
opposite that is in reality the case. "Leaders cannot choose their styles at will: What is
feasible depends to a large extent on the cultural conditioning of a leader's
subordinates" (Hofstede, 1980: 57). Thus, in large power distance countries
individuals will not only expect and feel comfortable with an autocratic leadership
style, but they "will, in fact, by their own behaviour make it difficult for leaders to
lead in any other way" (Hofstede, 1983a: 398). On the contrary, in countries at the
opposite extreme, individuals would not only expect to be led in a participative style,
but would "not necessarily wait until their boss takes the initiative to let them
participate" (ibid.).

Regarding the dimension of individualism Ho fstede argues that it implies an emphasis
on the individual, as opposed to an emphasis on the group or the society implied by
collectivism. This is reflected iii the above leadership theories originating from the
highly individualist cultural context of the United States. They are "about leading
individuals based on the presumed needs of individuals who seek their ultimate self-
interest" (Hofstede, 1983a: 398). To stress this point, Hofstede notes the absence of
the notion of "duty" in U.S. leadership theories, "which implies obligations toward
others or toward society" (ibid.). Indeed, in collectivist societies leadership is a group
phenomenon and individuals will act according to the interest of their in-group, even
if this does not coincide with their own interest (Hofstede,  1991).  In the role-pair of
boss-subordinate the relationship prevails over the task in collectivist cultures, unlike
in individualist cultures, where the task prevails over the relationship (ibid.).

Motivation

Just as with leadership theories, the high individualism o f the United States prescribes
a strong emphasis of U.S. motivation theories on the fulfilment of individual self-
interest (Hofstede, 1980). Indeed, the most popular motivation theories of Maslow
and Herzberg are centred on this fulfilment of self-interest by assuming that the
highest motivation stems "from the individuals' need to fulfil their obligations toward
themselves" (Hofstede, 1983a: 399). In a collectivist society, however, people as a
rule do not act in terms of self-interest and seek to primarily fulfil their obligations
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towards their in-group, should that be their family, their company or even their
country. As opposed to self-respect in individualist cultures, people in collectivist
cultures will primarily seek "face" in their relationships within their in-group, a
concept, which does not appear in the U.S. motivational theories (ibid.).

Hofstede has further proposed that the dimensions of uncertainty avoidance and
masculinity-femininity offer an accurate picture of the motivation patterns that prevail
across cultures.  He came to this conclusion following a comparison of his results with
those of American psychologist David McCIelland, who calculated scores on "need
for achievement", "need for affiliation" and "need for power" for a number of
countries, after studying children's books (ibid.). In particular, Hofstede found that
McCIelland's "need for achievement" was strongly correlated with weak uncertainty
avoidance and "even more strongly with the combination of weak uncertainty
avoidance and strong masculinity" (p.124) These respectively correspond to "a
willingness to run unfamiliar risks" and to "the importance of visible results", which
both characterise entrepreneurial activity in American society and are indeed reflected
in the positioning of the United States and other Anglo countries on these dimensions.
On the basis of this finding Hofstede considered Maslow's Hierarchy of Human
Needs and argued that the ordering o f the needs would probably vary across cultures
according to their positioning on uncertainty avoidance and masculinity. He argued, in
particular, that in strong uncertainty avoiding cultures safety or security needs would
prevail over other needs, whereas the need for belongingness will prevail over esteem
in feminine cultures. He, thus, determined the "supreme" motivators for the four
possible combinations of uncertainty avoidance with masculinity-femininity as
presented in Table 4.1. As Maslow's theory has been influenced by his specific
cultural background, Hofstede further contends that possibly other needs, such as
respect, harmony, face and duty, might be relevant for other cultures.

Table 4.1: Supreme motivators for four combinations of uncertainty avoidance and
masculinity-femininity (Hofstede, 1991)
Comb. UAI MAS/FEM Supreme Motivators

A Weak Feminine Achievement and belongingness
B Weak Masculine Achievement and esteem
C Strong Feminine Security and belongingness
D Strong Masculine Security and esteem

Organisation

Hofstede further challenged the universal validity of organisation theory and in
particular, of the whole notion of "a universal model" of organisation. He argues,
specifically, that the dimensions of power distance and uncertainty avoidance are the
most decisive in determining the ideal models of organisations in different countries
(Hofstede, 1980; 1983). Power distance determines the degree of centralisation of
power within organisations, and uncertainty avoidance determines the degree of
formalisation, that is the need for formal rules and specialisation. Large power
distance implies high centralisation of power in a few hands and many layers of
supervisory personnel structured in tall hierarchies, while small power distance
implies fairly decentralised organisations with flat hierarchical structures and few
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intermediate supervisory layers (Hofstede. 1991). Strong uncertainty avoidance
implies that individuals feel comfortable in structured environments and therefore
favours high formalisation, that is, the existence of many formal and informal rules
controlling the work process. Adversely, in weak uncertainty avoiding cultures there
is an emotional aversion to formal rules, which favours low formalisation with no
more rules than is strictly necessary.

Considering the aforementioned implications of power distance and uncertainty
avoidance and elaborating on the theory on organisational structure of Mintzberg,
Hofstede proposed an implicit model of organisation for each of the four
combinations of power distance and uncertainty avoidance (Table 4.2). Thus,
Hofstede goes beyond the basic presumptions of the culturalist approach earlier
described and argues that culture is not only likely to influence the invisible
organisational processes, but also the structural (visible) organisational characteristics.

Table 4.2: Implicit model of organisation for four combinations of power distance
and uncertainty avoidance (Hofstede, 1991)
Comb. PDI UAI Implicit model

A Large Strong 1.Full bureaucracy
2. Standardisation of work processes
3. Technostructure

B Large Weak 1. Simple structure

2. Direct supervision
3. Strategic Apex

C Small Strong 1. Professional Bureaucracy
2. Standardisation of skills
3. Operating core

D Small Weak 1. Adhocracy
2. Mutual adjustment
3. Support staff

1. Preferred configuration
2. Preferred coordination
3. Key part of organisation

4.4.2 Critical Assessment

The conceptual breakthrough in the convergence/divergence debate that Hofstede has
achieved with his theory on national cultures has naturally been accompanied by a
significant amount of criticism (Table 4.3). Schwartz (1994) summarised six issues of
concern. These are: (1) the exhaustiveness of the value dimensions, (2) the adequacy
of the sample of nations, (3) the effect of the sample type, (4) the current validity of
the theory due to historical changes, (5) the fact that the "ecological" dimensions of
national culture are not meaningful at the individual level, and (6) the equivalence of
the meaning of values across cultures. Tayeb (1994; 1997) has further expressed
additional concerns regarding the overall research methodology of the IBM research,
the derived relationships between the dimensions of national culture and manager-
subordinate behaviour and organisational structure and processes and the use o f nation
as culture delimiter. Interestingly, most of the criticism has not revolved around the
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substance of the conceptual propositions of Hofstede, but mostly on the methodology
that he has used to derive these. These criticisms are elaborated below.

Research approach and methodology

Considering the overall criticism, the Achilles' heel of the theory of Hofstede has
been claimed to be its overall research approach and methodology. Tayeb (1997: 628)
calls the whole exercise "opportunistic rather than a well-thought-out academic
research project". The study "was not planned in advance as an investigation into the
effects of culture on organisations and their members [and] national culture was used
as an explanation after the findings revealed interesting patterns". Berry et al. (1992:
332) are also critical about this latter point, arguing that the interpretations of these
interesting patterns "are bolstered by extensive references to the literature about cross-
cultural differences and by the use of data from other studies"  They are further
sceptical about the fact that "the definitions of the four dimensions are much broader
than could be justified given the limited number of items, especially for power
distance and uncertainty avoidance".

The above criticisms undoubtedly re flect the actual facts of the IBM study. Ho fstede
(1983a: 389) himself has admitted that he obtained the IBM data "more or less by
accident", during his employment at IBM and his involvement in the company's
internal survey on employee attitudes and values. The survey was indeed  not
academic and the "remarkable" patterns of the value-related questionnaire items
across countries were only uncovered aftenvards. Iii fact, once the academic
implications of the results were uncovered, IBM gave Hofstede "its blessing" to
continue his research in a university (interview of Hofstede by Hodgetts, 1993).
Hence, there is clearly a "coincidental" element in Hofstede's discovery, although this
does not justify the rather heavy and largely inaccurate characterisation of his research
as "opportunistic" Following his discovery, Hofstede did what is actually common
practice in academia - especially when research findings are contrary to expectations
-, that is seek theoretical support. in order to interpret his findings. Indeed, as Berry et
al. (1992) argue, he found such support in the - rather limited at that time - literature
about cross-cultural differences and in a range of other studies comparing aspects of
national character across countries. He found, for example, that his dimensions of
national culture "covered amazingly well the areas predicted by Inkeles and
Levinson" (Hofstede, 1991: 14) in their earlier study about "common basic problems
worldwide, with consequences for the functioning of societies, or groups within those
societies, and of individuals within those groups" (p.13). Most importantly he
provided valid and robust historical reasoning for the common cultural origins of
countries that clustered together in the IBM study. As Berry et al. (1992: 333) admit
themselves "the fact that the clusters by and large coincide with regions gives face
validity to the instruments on which they are based". In addition to theoretical
support, Hofstede (1983a: 390) "found about forty...studies comparing five or more
countries, which showed differences confirming the ones found in the multinational
corporation". It is this theoretical, historical and empirical evidence providing external
validation of the original study (Ho fstede,  1981) that justifies and supports the broad
definitions of the dimensions of national culture and less so the items used to derive
these, which serve - as later studies have also shown - as their valid indicators.
Moreover, it should not be forgotten, that dealing in practice with a secondary
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database, Hofstede was faced with the same limitations that all researchers are faced
when dealing with such databases. That is, the inflexibility with regard to the
variables that are measured and the indicators used to measure these.

A second issue o f serious criticism on the IBM research - and, in general, a matter of
debate in cross-cultural research -, concerns the sampling of subjects from a single
multinational company. According to Tayeb (1997: 628) "employees of a
multinational corporation's subsidiaries, were an extremely narrow and specific
sample of their countries' populations, [as they] belonged to the middle class of their
society rather than to the upper working or rural classes". Furthermore, they "differed
from the general population not only in their education, but in their interest in science
and technology and their exposure to 'modernising' forces - qualities likely to affect
their values" (Schwartz, 1994: 91). What is more, it is most likely that employees, for
example, in Third World countries diverged more from the general population, than
employees, say, in industrialised Western nations (ibid.). In general, Berry et al.
(1992: 228) argue that "matching on one variable almost without exception leads to
mismatching on other variables". It is, therefore, questioned primarily, whether
employees in the subsidiaries o f a multinational corporation are "representative of the
national populations to which the results are generalised" (ibid.: 332). And secondly,
whether the varying degree to which they are representative "might affect the order of
the nations on the dimensions and [even] which dimensions emerge" (Schwartz, 1994:
91). In addition, Tayeb (1997: 627) questions the extent to which "what we observe to
be the respondents' values and attitudes have their roots in national or organisation
cultures", as the employees "had all no doubt to some extent been socialised to the
company's subculture". In particular, "they shared the same superstructure and
policies, they were selected to belong to the same occupational categories, so they did
very much the same kind of work, they were of the same education level and varied
only marginally in age and sex composition" (ibid.).

Interestingly, this latter criticism of Tayeb is exactly the cornerstone on which
Hofstede bases his assertion that the distinct patterns uncovered in employee
responses across countries indeed represent cultural differences. As employees across
countries are matched on all these variables that Tayeb mentions, "the only criterion
on which they differ systematically is their nationality, so this is the only variable that
can explain the considerable differences found in their thinking" (Hofstede, 1981: 65).
In fact, this logic of matching samples in order to investigate the cultural effect had
already been recognised in the early stages of comparative industrial sociology (e.g.
Clark, 1979). For example, Maurice (1979: 47) and his colleagues "sought to
eliminate from their observations the effect of the firm and its variations between
countries in order to isolate a national effect". For this, they adopted "the method of
comparing pairs of firms matched by size, sector and technology" (ibid.: 47-48).
Obviously, the IBM sample is even better matched, since it involves the "same
company (with its corporate culture), same types ofjobs, same company jargon, same
educational levels for the same jobs, and a gender and age composition that can be
controlled" (Hofstede, 1998: 25). The advantage of well-matched and functionally
equivalent samples is actually recognised in general in cross-cultural research (Ronen
and Shenkar, 1985; Drenth and Groenendijk, 1998) and paradoxically also admitted
elsewhere by Tayeb (1994: 436).
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According to these authors, however, the strategy of matching samples achieved by
researching only one multinational corporation suffers in terms o f the extent to which
the samples are representative o f their respective countries, which, furthermore, limits
the plausibility of generalising conclusions to the broader population. The response to
this criticism appears to be more of a pragmatic nature and is also offered by the
above authors themselves, who admit that "obtaining a sample that represents the
various groups, strata and organisations of a given country is almost impossible"
(Ronen and Shenkar, 1985: 453). As Hofstede (1998: 24) argues, if representative
samples were an indispensable criterion for value comparisons between nations, "very
few comparative value studies would ever be done, and none in less developed
countries". This inherent difficulty in cross-national research makes the strategy of
matching samples from each nation a "virtual necessity" (Schwartz, 1994: 90). Thus,
Hofstede overwhelmingly supports the strategy of matching samples and contends
that the validity of the comparisons made each time should be confirmed "against the
results of studies using matched samples of another kind" (Hofstede, 1998: 24). In
fact, - and this is somewhat ignored in the literature - Hofstede did undertake such
validation of his findings from the IBM research by administering the same value
questions to a sample of 400 executives attending courses in an international business
school (Hofstede, 1981; 19833). As the results revealed "the same type of pattern of
differences between countries", it was proven that the uncovered dimensions were not
a phenomenon particular to IBM (Hofstede, 1983a: 390). Actually, Hofstede
confesses that "only then did [he] realise that the data [they] collected for the
company might have much wider implications" (Hodgetts, 1993: 60).

Beyond the pragmatic argument for the primal importance of functional equivalence
of samples, Hofstede challenges the assertion that the IBM samples are not
representative of the wider population. Although he confirms Tayeb's argument that
the subjects in his sample belonged to the middle class, he contends that it is middle-
class values that influence national institutions, like government and education
systems, rather than lower class values (Hofstede, 1991). He supports this assertion
for three reasons: first, because such institutions are usually controlled by people from

-       the middle class; second, because representatives of the lower class, like union
leaders, tend to adopt middle-class values due to their higher educational level; and

1 third, because lower-class parents have often middle-class ambitions for their children

(ibid.: 29). In short, Hofstede seems to imply that the samples included in his
research, although not representative of the wider population, they are, in fact,
representative ofthe prevailing societal values in each country.

Lastly, Hofstede contradicts the argument of Tayeb that the presumed socialisation o f
subjects with the same organisational culture of the multinational company may, in
practice, raise doubts about whether the observed values are due to national or
organisational culture. Along with the earlier stated argument that the matching
strategy helps to isolate the influence of national culture, Hofstede (1981) further
asserts that his conclusions on the observed differences are likely to be too
conservative precisely due to this socialisation of employees in the organisational
culture. As he claims: "If I err, I err on the safe side" (p.65). In fact, this very same
argument appears to answer Schwartz's concern regarding the variability of the
samples per country in relation to the degree to which they are representative of the
wider population. If, for example, Schwartz is right and employees of the particular
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company in Third World countries were more exposed to "modernising forces" than
their colleagues in Western countries, then it is quite likely that the observed
differences have been deflated by a sort of "convergence artifact". As such, the
conclusions that Hofstede drew on the extent of cross-cultural differences may indeed
be rather conservative.

An additional cause o f criticism relates to the issue o f"ecological inference", in other
words the way of interpretation of country-level measures at the individual level. In
particular, the "problem" is that the dimensions of national culture are derived from
country-level analysis, yet they are not identifiable at the individual level' This,
despite the fact that measurements have been taken at the individual level and that the
definition of a value as "a broad tendency to prefer certain states of affairs over
others" is an individual-level rather than a society-level conceptualisation (Berry et
al., 1992: 332). Schwartz (1994: 93) further identifies three theoretical reasons "to
expect culture-level and individual-level value dimensions to be related conceptually".
Primarily, because "the setting of institutional priorities in a society must take into
account the psychological dynamics inherent in human nature and in universal aspects
of social interaction", in order to allow individuals to function effectively in these
institutions. Secondly, because "individual members of a society are socialised to
internalise values that will lead them to promote the interests and conform to the
requirements of cultural institutions" And thirdly, because "cultural priorities create
social reinforcement contingencies that help determine whether conflict or
compatibility is experienced when individuals pursue particular sets of values". He
further offers an example of a dimension labelled "self-direction versus conformity",
which has been identified at the individual level, yet is also likely to find expression at
the culture level. The dimension, in particular, "contrasts an emphasis on
independence of thought and action with an emphasis on restraint of own inclinations
in favour of conformity to social expectations" (ibid.). Following Schwartz, it would
be expected that "nations with institutional structures conducive to independence

(e.g., widespread higher education, religious pluralism, occupations demanding non-
routine decision-making, democratic political structures) will foster self-direction
values in their citizens .

However, Schwartz recognises that the issue of ecological inference is foremost
statistical. As Hoppe (1990) argues, it is possible that the shift from the country-level
to the individual level of analysis results in changes in the way independent variables

operate. Hofstede (1980) draws from the study of Robinson a "classical example" of
the fallacy of inferring directly from the country level to the individual level (i.e.
"ecological fallacy"). In particular, Robinson in his study of race and illiteracy in the
United States has found a strong positive correlation between percentages of black
population and percentages of illiteracy at the state level, but very low correlation at
the individual level. This meant that "states with a high percentage of blacks also had
a high level of illiteracy, but being a black person did not mean to be more likely

3 An additional complication o f the "ecological nature" of the indices relevant to this study is that it
prevents statistical analysis of the relationships between the dimensions of national culture and the
variables of the conceptual model at the individual level. lt is not possible, for instance, to analyse
statistically the extent to which the specific level of an individual's power distance is related to the
extent to which he or she exercises empowered behaviour during service delivery.
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illiterate than a white person" (Hoppe, 1990: 69). As later analysis has shown
(Langbein and Lichtman in Hoppe, 1990: 70) the strong association of race and
illiteracy at the state level was explained by the fact "that blacks primarily lived in
states with low literacy rates among both blacks and whites" (emphasis in original). In
another more simple example, high consumption of alcohol at the country level may
be associated with high consumption of, say, beer and whisky, but this does not mean
that each individual who consumes a large amount o f alcohol will inevitably consume
a high amount o f both beer and whisky.  Due to personal tastes some individuals may
satisfy their strong need for alcohol by consuming a large amount of beer, while
others a large amount of whisky (or any possible combinations in-between), but not
all individuals will satisfy their need for alcohol with an equally high proportion of
beer and whisky. In short, ecological correlations may significantly differ from
individual-level correlations, "due to many independent variables that may affect
country measures differently than individual responses" (Hoppe, 1990: 70). To quote
Hofstede (1980: 25): "Cultures are not individuals: They are wholes, and their internal
logic cannot be understood in the terms used for the personality dynamics of

"individuals. Eco-logic differs from individual logic

A significant cause of criticism of the work of Hofstede, and indeed an issue of
serious debate in cross-cultural research, relates to the extent that a country can be
used as "culture delimiter". In cultural anthropology the equation of country to culture
is in strict terms considered an "unacceptable practice", since the definition of culture,
more properly named a "culture bearing unit" (or "cultunit"), has to coincide with the
level at which a variable is operating (Berry et al., 1992: 227). In addition, culture
bearing units need to be selected to cover adequately the range of variation on the
variable (ibid.). The implication of this is that "cross-cultural researchers should be
careful not to generalise their results to large cultural populations of which the
subjects tested are not selected by some random procedure" (Berry et al., 1992: 228).
As the latter was not the case in Hofstede's research, there is obviously some
scepticism about the validity o f the inference from the level o f subsidiaries o f a single
multinational company to the level of national culture. In addition, Tayeb (1994: 432)
points out that the notion of "nation state" is essentially a Western invention and
raises, hence, the doubt regarding the extent to which it connotes "any sense of
cultural homogeneity or identity". Furthermore, Tayeb argues that throughout history
national borders have been drawn arbitrarily without any sensitivity for cultural or
linguistic divergence. In line with Tayeb, Peterson and Smith (1997) admit that the
political construct "country" is not equivalent to culture and offer as examples the
former Yugoslavia and most of the "nations" of Africa. Hofstede (1991) himself
recognises that nations should not be equated to societies and sees the concept of a
common culture applying more to societies than to nations.

Nevertheless, Peterson and Smith (1997) contend that "country" is a useful culture
delimiter. They argue that "the link between nation and culture tends to occur because
people prefer' to interact with other people and be guided and politically governed by
institutions consistent with values and beliefs with which they identify" (Peterson and
Smith, 1997: 934). Although historical evidence suggests that in most cases such
interaction occurs more de facto than due to the conscious preference and choice of

4 Emphasis of the author.
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people or groups (e.g. former Yugoslavia and Soviet Union), it still constitutes a
strong force of integration. It often connotes, for example, a dominant national
language, common media, a national education system, national army, national
political system and national representation in sports events "with a strong symbolic
and emotional appeal" (Hofstede, 1991: 12). Moreover, such interaction connotes a
common national identity for individuals and groups and a psychological bond,
because the people's thinking is partly conditioned by these social institutions
(Hofstede, 1983a). Thus, many nations do form "historically developed wholes, even
if they consist of clearly different groups and even if they contain less integrated
minorities" (ibid.). Hofstede (1991: 12) further contends that using nation as culture
delimiter is also "a matter o f expediency, because it is immensely easier to obtain data
for nations than for organic homogeneous societies".

A final methodological concern regarding the research o f Hofstede is the critical issue
of"conceptual equivalence", which "relates to the question of whether respondents in
different cultures attach the same meaning or 'definition' to the concepts used"

(Drenth and Groenendijk, 1998: 137). According to Schwartz (1994: 94) Hofstede did
not address this issue and, consequently, "one cannot assess the validity o f comparing
the scores of the national samples on his dimensions". However, in the abridged
version of Culture's Consequences (Hofstede, 1984: 45) and in particular in the
section referring to the translation procedures of the questionnaire Hofstede does re fer
implicitly to the issue of conceptual equivalence. As would be expected from the fact
that the initial purpose ofthe IBM research was not academic, Hofstede recognises the
"unscientific approach to the translation process", evidenced, for example, in the fact
that back-translation was carried out "only exceptionally". Nevertheless, he does refer
to a range o f issues that do indicate that an adequate degree of conceptual equivalence
has been achieved. Primarily, he mentions that the initial design of the questionnaire
items "sought plain formulations without culturally loaded idiom", which matches the
requirement   for the design   of "translatable" questions (Ronen and Shenkar,    1985;
Drenth and Groenendijk, 1998). Here, it should probably be remembered that
respondents were all employees of the same company, which is important for the
comprehension of written questions, as employees use the same company jargon
(Hofstede, 1981). Hofstede also mentions that this has been done after it had been
noticed early on that some words (e.g. "achievement") did not have accurate
equivalents in other languages. This echoes the principle of the "decentring method"
(Drenth and Groenendijk, 1998), where the original version of the instrument is
subject to alteration according to the requirements of the translation to the targeted

language, in order to become "translatable". An important "guarantee" of conceptual
equivalence is also the control of the translations by bilingual managers and most
importantly their pilot-testing in "small panels of employees", although the latter has
been done only "in some cases". Hofstede further states that the accuracy of the
translations has been checked statistically by means of "comparative correlations and
factor analysis between items in various language versions", which, although revealed
"some differences", did not point to a weakness of the translation. Finally, he also
offers his personal "confidence" about the accuracy of the translations, as he has
carried out in later stages "several back-translation checks on items that produced
unexpected results in some countries".
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Table 4.3: Critical evaluation of Ho fstede's theory on national cultures
Issue Case against Case in favour

Research Not academic, opportunistic. "Inherent" weakness. Alternative to ignore the data
approach and their implications would be a loss for academic

knowledge and our understanding of cultures.
Interpretation Er-post interpretation of findings, as Nature of study. Yct, interpretation based on
of findings opposed to ex-ante foundation of extensive review of earlier cross-cultural research

relationships. and on robust and plausible arguments.
Definitionsof Definitions of dimensions are broader Nature of study. External validation from other
dimensions of than justified by the number of items. theories. Validation of measures by Hofstede on a
national "control sample". Face validity due to "reasonable"
culture clustering o f countries. Validation of measures by

subsequent studies (Hoppe, 1990)
Research Not representative of population, middle Representativeness of samples impossible. Middle
sample class bias, "miss-matched" on certain class values represent prevailing societal values.

variables (e.g preference to technology), Sample "unusually" matched and functionally
representativeness of samples diverge per equivalent. "Miss-matching" characteristics of
country with possible effect on clustering samples may only have produced "error on the safe
and nature of revealed dimensions side" and conservative conclusions. Validation with

other matched samples.
"Ecological Dimensions not identifiable at individual "Ecological fallacy". Intervening variables function
inference" level, where measurements were taken. differently at the individual level than at the country

Culture-level and individual-level value level. "Eco-logic differs from individual logic".
dimensions are conceptually related.

Nation as Unacceptable practice in cross-cultural Nation is a strong force of integration. Connotes
"culture anthropology. "Culture bearing unit" common national identity and psychological bond
delimiter" needs to coincide with level variable    for groups and individuals. useful culture delimiter

operates. Limits of nations not    as "a matter of expediency"
necessarily coincide with limits    of
culture. Nation does not guarantee
cultural homogcneity.

Conceptual Not addressed by Hofstede, which casts Addressed, indeed. Unscientific approach to
equivalence of    doubts on conceptual equivalence of Instrument design due to nature of study. But'
meanings meanings. common company jargon, item formulation without

"cultural loaded idiom", exceptionally using back-
translation and occasionally "decentring method",
control from bilingual managers and pilot-testing.
Ex-post statistical control and back-translation.

Adequacy of Not representative of full heterogcneity Sample is larger than any other, political status quo
sample of of nations globally (e.g. absence of the at that time would not allow the study to expand in
nations Eastern block) countries of the Eastern block.
Number of Dimensions are not exhaustive. Indeed. They also have a "Western bias" (e.g.
dimensions Con fucian Dynamism). Serious doubts for

usefulness of more than 6 to 7 dimensions.
Implications Postulated relationships not tested, but Nature of IBM study. "After-event corroboration"
for speculative. extensive and based on robust and plausible
management arguments. Postulated relationships confirmed in

subsequent studies.
Relevance of Historical changes. convergence thesis. Values rooted deep in history, convergence furces
dimensions only one set of culture contributors, other powerful
currently and consistently divergent culture contributors,

stability of values over time. Stability of patterns
confirmed In subsequent research (Hoppe, 1990)

Conceptual propositions

Some criticism has also been directed towards the conceptual propositions of
Hofstede's research. Schwartz (1994) expresses, primarily, his concern with the
adequacy of the sample of nations in Hofstede's research, which does not represent
the full heterogeneity of cultures on a global basis. He mentions, for example, the
exclusion of countries "under state socialism"  This is of course quite surprising in
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view of the remarkable sample size of Hofstede's research and foremost in view of the
political statits quo in socialist countries at the time that his research was carried out.
Schwartz also questions whether the developed four dimensions of national culture
are exhaustive and Peterson and Smith (1997: 938), as well as Leeds, Kirkbride and
Durcan (1994), provide a list of other dimensions that have been found in several
cross-cultural researches. Interestingly, Hofstede does not support the exhaustiveness
of his dimensions and, in fact, he also raises the point that these dimensions have been
the product of "western mind thinking". The revelation of the dimension of Confucian
dynamism or "short-term versus long-term orientation" from the Chinese Value
Survey has indeed confirmed his suspicion. Nevertheless, Hofstede (1998: 28) does
state his serious doubts about the usefulness "of a dimensional structure with more
than six or seven elements"

An important part of criticism on the conceptual propositions of Hofstede's theory has
focused on the way he has drawn the main conclusions of his research. Pizam et al.
(1997: 130) note, for example, that Hofstede made "a quantum jump between work-
related values and organisational behaviour", as he assumed "a direct relationship
between the presence of these values and the existence of certain managerial practices
and work behaviours" Tayeb (1997) expands on this argument by noting that
Hofstede arrived at his conclusions, for example, on organisational structure on the
basis of speculations and "after-event" corroboration with the findings of other
studies, as opposed to "hard" evidence about the actual structure of the subsidiaries
per country. Similarly, Hofstede attributed to ambient temperature the strong
predictive power of geographical latitude for the power distance index, without
postulating a direct causal relationship between environmental temperature and the
power distance index (Berry et al., 1992).In general, Tayeb (1997) asserts that the
causal links that Hofstede has drawn between the dimensions of national culture and a
number of behaviours or organisational and societal features are problematic. She
mentions, for example, that "in one country uncertainty avoidance may be the cause
of low labour turnover [while] in another the economic downturn and high
unemployment may be the culprit" (ibid.: 628).

Indeed, this is in principle a valid criticism of the conceptual framework of Hofstede's
theory, although again the earlier mentioned arguments about the original purpose of
the IBM study seem to account for this weakness.  As the purpose o f the study was not
related to the development or support of a theory on national cultures, Hofstede was
by definition obliged to seek for explanations to interpret results rather than test
theoretically founded hypotheses by means of appropriate measures. Nevertheless,
even this "after-event corroboration" with the findings of other studies was
considerably extensive and foremost based on plausible arguments. The identification,
for example, of the origins of the dimensions of national culture, among others, in
history is quite robust and is foremost supported by the clustering of countries with
common historical past. Noteworthy, is also the fact that criticism is concentrated on
the way that conclusions have been drawn, as opposed to the conclusions per se. For
example, as mentioned earlier, Berry et al. (1992) criticise the mere fact that Hofstede
did not postulate a direct relationship between ambient temperature and power
distance, but not the plausibility of the argument he used to support this assertion.  In
general, support of the theoretical claims of Hofstede has been provided by a large
amount of studies that have empirically explored many of the predicted implications
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of the dimensions of national culture for organisation and management or individual
behaviour at work (e.g. Bass, 1990; Shane, 1994; 1995; Barkema and Vermeulen,
1997; Drenth and Groenendijk, 1998; Koopman, Den Hartog, Konrad et al., 1999).

A final very important issue, which is further relevant to the present study, is the
extent to which the dimensions of national culture that have been developed three
decades ago are still valid nowadays. Schwartz, for example, expresses his concern
about the relevance of the dimensions of culture currently, in view of the historical
developments that have occurred in the meantime. More critical at this point is Tayeb
(1997: 628), who argues "that Hofstede's findings reflect the values and attitudes of a
large sample of employees in relation to their specific work environment at the time
the study was conducted, nothing more, nothing less". At the completely opposite
extreme is the most principal belief embedded in the theory of Hofstede that the
dimensions of cultural values are not only relevant currently, but will also be relevant
in the foreseeable future. Looking back in history and observing that cultural values
described by authors centuries ago are still present nowadays, Hofstede (1991: 238)
predicts that countries will remain culturally diverse "for the next few hundred years".

This question echoes the convergence/divergence dilemma elaborated earlier. In
particular, the fundamental question is whether industrialisation and technological
development shape societies and societal values or whether these remain largely
immune to the effects of industrialisation and technological development, because
there are other (more) powerful determinants of societal divergence. Acceptance of
the former thesis denotes that societal values are rather mutable and follow the pace of
industrialisation and technological development, while acceptance of the latter
denotes a certain stability of societal values over time. Scholars involved in cross-
cultural research increasingly lean towards the latter thesis (Tayeb, 1994) and
acknowledge that, although industrialisation and technology are variables that do
exert influence on societies and societal values, they are not the only ones. In fact,
Peterson and Smith (1997) make a distinction between variables that influence
societal norms in a causative way (e.g. industrialisation, climate) and those that
produce societal divergence by siniply producing separation (e.g. language). For this
latter case, they contend that "for functionally random reasons, separated groups make
different choices that accrue to bring about cultural drift" (Peterson and Smith, 1997:
935). For example, societies may agree upon "what symbols correspond to what
meanings, but the choice of one symbol over another is often arbitrary" (ibid.).
Peterson and Smith identi fy ten categories o f"contributors" to cultural divergence:

1. Language, which "separates cultural groups by influencing the ease of

communicating relationships between symbols and meanings". Indeed, Ronen and
Shenkar (1985) in their review of clustering studies have found that countries
forming a cluster shared in most cases a language or language group.

2. Proximity and topography, which "affect culture exchange by influencing the
frequency of interaction between groups". Ronen and Shenkar (1985: 444) argue
that geography "causally precedes other variables, such as language and religion,
because a culture spreads first to those areas nearest its 'birthplace "'

. Indeed, they

have found in their study that countries tend to group together geographically and
this is actually implied by the names ascribed to each cluster (e.g. Nordic for
Scandinavian countries, Near Eastern for Greece, Turkey and Iran).

94



Empoirernient in Cross-Cultural Context

3. Colonisation, which "has promoted culture spread by increased interaction
between distant cultures". Hofstede (1991) has actually attributed the high power
distance values of Latin American and Latin European countries to the
colonisation of the former from Spain and Portugal.

4. Religion, which "has separated cultural groups by influencing the ease or
difficulty in synergistic, value-based interaction". Indeed, the countries in the
identified clusters by Ronen and Shenkar have usually religion in common.

5. Economic systems, which "bound culture by influencing the ease of exchange
between parties who work within the frameworks of different kinds of economic
systems".

6. Economic development, which "both affects exchanges and hence intercultural
contact, and also directly influences values". Hofstede (1991), for example, has
attributed individualist values to national wealth.

7.   Technological development, which, "closely linked to economic development, has
an additional effect". As has been already mentioned, the technology imperative is
central in the convergence thesis.

8. Political boundaries, or national borders, which "typically mark areas within
which there is more interaction than there is across borders". This is consistent
with the earlier presented arguments that a nation is a force of integration and has
a homogenising effect.

9. Prevailing industry types, which "produce practices that come to be
institutionalised on the basis of historical period or industry emergence and
subsequent institutional learning". As in the case of technological development,
this is consistent with the principal proposition of the convergence thesis.

10. Climate, topography, and the iltdigenous economy, which "affect traditions linked
to the behaviours and practices that are functional in primitive agrarian versus
hunter-gatherer societies". Indeed, Hofstede (1991) argues that hunter-gatherer
societies instil individualist values in their members, while sedentary agricultural
societies instil collectivist values in their members. He has further underlined the
role of climate in explaining individualist and power distance values, by
establishing a relationship between geographical latitude (i.e. as proxy for a
country's climate) and both individualism and power distance.

Evidently, societal values are only partly explained by factors related to the
industrialisation and technology imperative (i.e. economic systems, economic
development, technological development and prevailing industry types), which is
contrary to the fundamental proposition of the convergence thesis. For the rest -
probably also the biggest part - societies and societal values are susceptible to a
variety of other powerful influences, which most importantly remain rather stable over
time. For example, climatic conditions, despite the anticipated changes due to the
"greenhouse effect", are rather stable over time, whilst proximity and topography are
only subject to imperceptible changes. Furthermore, the recognition of the role of
history in the forming of societies and societal values is simultaneously an
acknowledgement of Hofstede's principal belief that values are deeply rooted in the
collective experiences of societies and as such are merely subject to evolution, not
change. Therefore, in the future, countries and cultures are bound to share distinct
collective experiences, which at times may bring some cultures closer to each other
(e.g. European Union) and at other times will take them apart (e.g. wars, polarisation).
But in any case this will occur at a slow pace, as values are transferred from
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generation to generation and "are instilled and perpetuated through the country's
social organisations, such as the family, school, church, universities, the media, or
diverse civic institutions" (Hoppe, 1990: 71). In addition to the above antecedents of
culture, one should not exclude the impact on culture of "differences in the genetic
makeup between cultural populations" (Berry et al., 1992: 250). Although such
differences are small, "their impact on cultural variables is difficult to estimate
because of our limited knowledge about gene-behaviour relationships" (ibid.). The
recent decoding o f DNA may provide more answers to this question in the near future.

The apparent stability of cultural values over time leads to the conclusion that the
positioning of a country along the four dimensions of national culture is far from
ephemeral. This has been one of the main conclusions of Hoppe's (1990: 204)
replication study, in which "the relative positions of the countries along the four
dimensions showed a stable pattern over time". In the long run, however, we should
remain wary of the dynamic character of societies and societal values, which still
remain amenable to influences from a rapidly changing external environment.
Ho fstede's recognition of the role of national wealth in instilling individualist values
is simultaneously an acknowledgement that forces of modernisation do have a
prominent impact on a particular set of societal values. Despite the long history of
national culture differences (Hofstede, 1991), we should also be conscious of the fact
that, thanks to accelerating technological development. the pace of history in the
future is bound to be much faster than it has been in the past. With this in mind, the
present study will use Hofstede's indexes to verify the countries' positioning along
the dimensions of national culture relevant to this study.

Overall evaluation

Despite the aforementioned methodological and conceptual concerns, the value of the
study of Hofstede is overwhelmingly recognised, even by its critics. Tayeb (1997), for
example, recognises Hofstede's "immense role" in the recognition of the diversity of
cultural values across societies and of their importance in shaping organisations and
social institutions. She also acknowledges the fact that Hofstede offered researchers a
theoretical framework that had enormous implications for the understanding of
organisations and has enabled them to interpret their findings in a new perspective. As
has already been established, the absence of such theoretical framework was already
identified in the early stages of comparative industrial sociology. Berry et al. (1992:
333) recognise that "Hofstede has made a commendable effort toward a thorough
empirical analysis in an area where impressionistic attribution and stereotyping occur
too frequently". They also admit the fact that his "landmark" study provides "a better
basis for clustering countries than earlier studies". Schwartz (1994: 86) considers
Hofstede's "monumental research on work values" as -one of the most influential",
which "has provided one of the few empirically and conceptually based sets of
cultural dimensions on which contemporary cultures or nations can be arrayed".
Drenth and Groenendijk (1998) in their review of comparative studies on
organisations across countries and cultures identify two dimensions on which
organisations are "repeatedly" found to differ. They describe these as "rigid
stratification/social distance" and "bureaucratic control/routine work" and relate them
respectively to the dimensions of power distance and uncertainty avoidance, which
Hofstede has also identified as the dimensions that shape organisations. In general, it
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is overwhelmingly acknowledged that Hofstede's study had a decisive impact in the
outcome of the convergence/divergence dilemma and "the verdict now appears to be
cast in favour of divergence" (Adler and Bartholomew in Tayeb, 1994: 429). Most
important in supporting the scientific value of Hofstede's study is the "increasing
common finding" of follow-up and replication studies "that Hofstede's measures
predict various criteria many years later" (Peterson and Smith, 1997: 944). The most
influential one has been conducted by Hoppe (1990) among 1590 "current and future
elitess-  from  19  countries  and has provided construct validity  o f Ho fstede's  four-
dimension model. Most interesting is probably the finding of largely the same country
ordering in all four dimensions o f national culture«, which further proves the stability
of cultural values over time.

For these reasons the theory of Hofstede on national cultures provides an ideal, as
much as a valid framework, in order to examine the implications of applying
empowerment in cross-national and cross-cultural contexts.

4.5 The Cultural Relativity of the Empowerment Doctrine

The cultural relativity of management theories that Hofstede has supported on the
basis of his four dimensions of national culture casts doubts on the universal validity
of the empowerment doctrine and, hence, raises implications for the applicability of
the notion across cultures. This holds especially if one considers that ideas of
empowerment clearly have an American origin (e.g. Peters and Waterman, 1982;
Peters, 1989) and are largely based on culturally biased presumptions about
organisation, leadership and motivation. As Hoppe (1990: 203) argues, "Peter's strong
promotion of organisational change and downsizing, entrepreneurship, competition, or
of inverting the (hierarchical) organisational pyramid to empower front line
employees to provide better customer service magnifies the U.S. values of small
power distance, weak uncertainty avoidance, and high individualism and masculinity
almost to the extreme" He continues to argue that such propositions represent
"equally alien approaches to management" in countries sharing the opposite set of
values along the four dimensions compared to the U.S., such as France and Greece.
Thus, he presumes that the majority o f members o f these countries will be less likely
to embrace the ideas o f independent thinking and acting, rule-breaking and risk-taking
conveyed by the notion of empowerment.

Durcan and Kirkbride (1994) follow an identical line of thought, also seeing
empowerment as the product of a specific cultural context (American). In such
context, "empowerment is pragmatically adjudged a necessary condition of success, it
is seen as 'right', in accord with society's values, and it is seen as being desired by
employees" (p.39). They also express their scepticism that the proposals echoed in the
empowerment doctrine "would be less enthusiastically received in cultures with
different cultural values" (p.40). Likewise, Baum (1995) considering both the

5 These "elites" included, among others, CEOs o f prestigious national and international companies,
top-level administrators o f national and international governments, diplomats, chancellors and deans of
universities or colleges, supreme court justices, and artists (Hoppe,  1990: 23).
6 For the dimension o f masculinity this held only after exclusion of the Swedish sample, whose
composition was argued to introduce a "masculine bias"

(s. Hoppe, 1990).
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dimensions offered by Hofstede and Hall and Hall (i.e. low context - high context)
raises the issue of the (in-) compatibility of empowerment with certain cultures.

The cultural relativity of empowerment that the previous authors advocate becomes
more evident if one considers the specific propositions of the "empowerment
doctrine" from a cultural perspective. In particular, these propositions echo culturally
specific beliefs about the effective form and functioning of the organisation and the
"ideal" leadership style and appeal to culture-specific motivational patterns of
employee behaviour. In what follows, the specific propositions of the empowerment
doctrine about organisation, leadership and motivation and their cultural relativity on
the basis of Hofstede's dimensions of national culture are elaborated (Table 4.4).

Leadership

The central proposition in the notion o f empowerment in hospitality is that decision-
making authority should be delegated to the employees at the lower level of
organisational hierarchy, so as to enable them to respond immediately to customer
requests, problems and needs. What appears to be at first glance merely a different
approach of managing the service encounter, in essence represents a significant
change in the work roles of both managers and subordinates. The former are required
to shift from commanding and controlling to delegating and trusting and the latter
from following instructions and rules to making their own decisions and even
breaking the rules i f this is necessary. In short, the empowerment doctrine promotes a
shift in the leadership style and in particular the abandonment of traditional autocratic
and directive leadership in favour of democratic and participative leadership (Jones,
Taylor and Nickson, 1997; Lashley and Taylor, 1998). In fact, Brymer (1991: 59)
explicitly states that "empowerment is a leadership philosophy". The substance of this
leadership philosophy is "the vesting of decision-making or approval authority to
employees, where, traditionally, such authority was managerial prerogative" (Ripley
and Ripley, 1992: 21)

The proposed leadership style carries undoubtedly the typical characteristics of the
leadership phenomenon as perceived in the United States, "with its cultural emphasis
on individualism, action rather than contemplation, pragmatism, and egalitarianism "

(Bass, 1990: 769). Just like in most leadership theories developed in this cultural
context, the proposed leadership style advocates participation of subordinates in the
decision-making process following the initiative of the manager (Hofstede, 1980).
However, in countries with smaller power distance than the United States (i.e.
Sweden, Norway, Germany, Israel), "there is considerable sympathy for models of
management in which even the initiatives are taken by the subordinates (forms of
industrial democracy) and with which there's little sympathy in the United States"
(Hofstede, 1980: 57). In addition, the proposed leadership style is influenced by the
relatively egalitarian culture of the United States (i.e. medium to low power distance),
where followers may question - but not necessarily - to some degree the exercise of
power from their superiors (Durcan and Kirkbride, 1994). In such a culture, followers
may embrace and respond positively to participation in the decision-making process,
which, however, is not necessarily the case in less egalitarian cultures.
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In particular, the proposed shift in the leadership philosophy may not be possible in
large power distance cultures, where "superiors and subordinates consider each other
as existentially unequal" (Hofstede, 1991. 35). This "existential inequality" is
expressed in analogous inequalities in power between managers and subordinates,
which in turn result in a clear distinction of roles. Employees will expect to be told
what to do and "will be less inclined to question authority, demand to be consulted or
act independently from their superiors" (Hoppe, 1990: 205). The empowerment
proposition for such independent thinking and acting would place a demand on them
"to, at least, suspend their beliefs about the 'sanctity' of chain of command and
authority" (ibid.: 206). In such cultures the ideal boss, in the subordinates eyes, is a
benevolent autocrat  or 'good father ...

(Hofstede, 1991: 35). Managers are, hence,
expected to lead in a directive way and "it would not be acceptable within such a
culture for the leader to share or delegate the burden of decision-making to his
followers" (Durcan and Kirkbride, 1994: 38). Employees would tend to lose respect
for managers who do not have precise answers to their questions and seek their input
in the decision-making process (Hoppe, 1990). Most importantly, failure to meet this
demand for leadership and direction on behalf o f the manager may even be considered
as "negation of leadership rather than a positive step towards empowerment" (Durcan
and Kirkbride, 1994: 38).

Considering the fact that the power distance index is based on the values of
individuals as subordinates (Hofstede, 1980), the shift in the leadership style proposed
by empowerment would not be feasible in large power distance cultures, even if
superiors would eventually embrace it. The values and behaviour of subordinates in
such cultures would make the proposed leadership style ineffective and indeed
"considerable evidence points to the greater effectiveness of autocratic leadership
behaviour in authoritarian cultures and of democratic leadership behaviour in
democratic cultures (Bass, 1990: 803). A recent study (i.e. GLOBE project) on the
leadership prototypes in the cross-cultural context of Europe provides further support
for the belief that different leadership attributes and behaviours are valued in different
cultural contexts. In particular, in the countries of South/East Europe (large power
distance) the following characteristics were positively endorsed as contributing to
"outstanding leadership": "Administrative competence, autocratic, conflict inducer,
diplomatic, face saver, non-participative, procedural, self-centred, and status
consciousness" (Koopman, Den Hartog, Konrad et al., 1999: 512-3). In the countries

"of North/West Europe (small power distance) characteristics such as "inspirational
and "integrity" emerged as more important aspects of effective leadership (ibid.).

In conclusion, the most principal proposition of the empowerment theory appears to
have a substantial cultural bias, or alternatively an apparent "cultural myopia". It is
argued in particular that such proposition is unlikely to be realised in large power
distance cultures. Neither managers, who have been long accustomed to lead in a
directive and non-participative way, would embrace it, nor subordinates, who have
been "acculturated" to await direction and orders, would welcome it. But even in the
occasion that employees would welcome such radical change in their work-roles, in
practice it would take considerable time and effort before they engaged in independent
thinking and acting, which "in their experience typically results in failure and
reprimands for breaking the rules or rocking the boat" (Hoppe, 1990: 206).
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Organisation

A similar cultural bias is encountered in the propositions of the empowerment theory
regarding the organisation, which relate to its structure and the dimensions of
centralisation o f power and formalisation o f processes. In particular, empowerment is
argued to require (Brymer, 1991) - or in any case to be directly related with (Riley,
1996; Maxwell, 1997) - a flattened or delayered hierarchical structure with few
intermediate management and supervisory layers. As has already been established in
the previous chapter, a flat hierarchical pyramid is necessary for organisations in order
to become flexible and adaptive to rapidly changing environmental conditions and
consumer demands. Such flattening of the organisational pyramid further connotes -
or results in - decentralisation of power and the dispersion of decision-making
authority throughout out the organisation and specifically to the lower levels of
organisational hierarchy. Finally, it has already been shown that the empowerment
doctrine supports an environment of low formalisation with less policy manuals or
detailed procedures and rules, so as to allow employees the latitude and flexibility to
exercise discretion and initiative.

Table 4.4: The cultural relativity of the empowerment doctrine
Propositions Cultural Opportunities Cultural Barriers

C0 Flat structure Small power distance Large power distance
:

       Low centralisation Small power distance Large power distance
29
0      Low formalisation Weak uncertainty avoidance Strong uncertainty avoidance

Employees demand Small power distance Large power distance
participation

Employees wilfully Small power distance/ Weak Large power distance/ Strong
g. accept responsibility uncertainty avoidance uncertainty avoidance
.:1

E Employees independent Weak uncertainty a,·oidance Strong uncertainty avoidance
3       in thinking and acting

Leaders share power Small power distance Large power distance

Leaders delegate Small power distance/ Weak Large power distance/ Strong
uncertainty avoidance uncertainty avoidance

Self-actualisation as top Weak uncertainty avoidance Strong uncertainty avoidance
motivator

2 Esteem Masculinity Femininity
.

·&      Satisfaction from Weak uncertainty avoidance Strong uncertainty avoidance
f increased autonomy,

responsibility and self-
direction

Creativity and Weak uncertainty avoidance Strong uncertainty avoidance
-g  -    innovative behaviour=  .

  ·  Risk taking (decision- Weak uncertainty avoidance Strong uncertainty avoidance
a M     making, initiative)
82

Rule-breaking Weak uncertainty avoidance Strong uncertainty avoidance
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Nevertheless, according to Hofstede (1980; 1983) the form and structure of
organisations is to a significant degree influenced by culture, with power distance and
uncertainty avoidance being the most closely related dimensions. The emergence of
the United States as a country o f moderately small power distance and simultaneously
of weak - but not extremely weak - uncertainty avoidance allows considerable
flexibility regarding the ideal form of organisation and the ideal degree of
centralisation of power and formalisation of processes. It can be argued that
"according to the common U.S. conception of organisation...hierarchy is not a goal
by itself [and] rules are not a goal by themselves" (Hofstede, 1980: 60). "Both are
means toward obtaining results" and can be changed if needed, as has been evidenced
in the development of ideas about "matrix organisations" and the contemporary
propositions for the design of flexible, horizontal organisation systems (ibid.).

However, the flexible, horizontal organisation systems proposed by the empowerment
doctrine are not necessarily suitable for countries positioned at the opposite extremes
of the power distance and uncertainty avoidance continua. In large power distance
cultures the hierarchical structure is based on the "existential inequality" between
superiors and subordinates, which can only be reflected in tall hierarchies with many
intermediate layers of supervision (Hofstede, 1991: 35). The decentralisation of power
that the flattening of the pyramid connotes requires both superiors and subordinates to
suspend their deeply embedded values o f their existential inequality and their distinct
roles. In practical terms, decentralisation of power represents an equally "giant" leap
for both superiors and subordinates, which would further result in presumably
undesirable changes for both stakeholders. Superiors, on the one hand, would need to
give up - along with power - the status and privileges attached to it (e.g. the right to
conform to different laws and rules), which they have patiently acquired through the
years (i.e. progression through seniority). On the other hand, subordinates would be
required to disregard their strong dependence on their superiors and function
independently with the commensurate degree of risk and uncertainty that this
engenders. The latter would certainly be a highly undesirable development in strong
uncertainty avoiding cultures, where uncertainty and ambiguity are the very situations
that individuals strive to avoid (Hofstede, 1991).

Uncertainty avoidance further prescribes the ideal degree of formalisation within an
organisation. The proposition of the empowerment theory to replace rigorous control
of employee behaviour through instructions, policies and orders (Carlzon,  1987) with
"a great deal of trust" is unlikely to be fulfilled in different cultural contexts.
Primarily, because in strong uncertainty avoiding countries the existence of many
formal and informal laws and rules controlling the work process satisfies an emotional
need of people for structure and order (Hofstede, 1991). Employees in such cultures
feel comfortable in structured environments, whose establishment is, in fact, an
attempt to prevent uncertainty and ambiguity in the conduct of people (ibid.).
Managers are expected to issue clear instructions and subordinates are expected to
follow these instructions and to adhere to the formal and informal rules of the
organisation. Therefore, imposing a culture of low formalisation in fulfilment of the
demands of empowerment would introduce an environment of high uncertainty and
ambiguity, in which neither managers or subordinates would be willing or able to
function. Secondly, because cultures "vary in their willingness to trust others" (Bass,
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1990: 791) it is doubtful whether imbuing individuals with trust can merely occur
upon demand of the empowerment doctrine.

Lastly, considering Brymer's (1991) distinction between flexible and structured
empowerment, it may be argued that the choice of the form of empowerment, or the
way that empowerment will be introduced, should also take culture and specifically
the dimension of uncertainty avoidance into consideration. In particular, considering
that uncertainty avoidance impacts on the degree to which individuals feel
comfortable in structured environments, it can be assumed that structured
empowerment is more suitable for strong uncertainty avoiding cultures, while flexible
empowerment is more suitable for cultures at the opposite pole. In strong uncertainty
avoiding cultures a structured form o f empowerment is likely to meet the demand for
formal and concrete rules and procedures, about when employees are empowered to
make decisions, what kind o f decisions and up to what extent they are empowered to
make these decisions. On the contrary, in weak uncertainty avoiding cultures, where
there is "an emotional horror" of formal rules (Hofstede, 1991), a flexible form of
empowerment would provide employees with sufficient guidelines about the
appropriate responses to varying work situations, without prescribing individual
behaviour and stifling individuals' need to exercise initiative and discretion.

Motivation

Probably the strongest evidence of the inherent cultural bias of the empowerment
doctrine is the explicitly stated common belief that employees will invariably embrace
the notion "in the prospect of increased personal autonomy, development and job
satisfaction" (Maxwell, 1997: 54). Lashley (1996b: 342), for example, claims that
empowerment can "tap into the enthusiasm and intrinsic sources ofjob satisfaction"
and should lead therefore to improved morale and performance (Lewis, 1995). Such
outcomes derive from increased variety and responsibility introduced in the job
content (Hope and Muhlemann, 1998), greater feelings of involvement and
importance (Go, Monachello and Baum, 1996) and enhanced opportunities that
employees have for "self-direction and using their skills and knowledge to their fullest
potential" (Ghillyer and Lockwood, 1994: 3). These changes are further argued to
create more challenging and interesting jobs (Hope and Muhlemann, 1998) and as a
result employees feel better about themselves and proud o f their jobs (Brymer,  1991).
The alleged virtuous circle is completed with greater employee commitment, resulting
in reduced labour turnover (Goldsmith et al., 1997) and foremost with improved
customer service (Hope and Muhlemann, 1998), as employees are "better prepared to
serve the guests" (Brymer,    1991:   68). In general, advocates of empowerment
overwhelmingly support the belief that the empowerment approach "is more likely to
yield motivated employees...than the 'production-line' alternative, in which
management designs a relatively standardised system and expects workers to execute
tasks within narrow guidelines" (Lovelock, 1995: 231).

Evident in the above claims are the individualist values prevailing in the American
and Anglo-Saxon cultures, which, according to Hofstede, promote the fulfilment of
"self-interest" as the ultimate motivator for human behaviour. Clearly the allure of the
empowerment doctrine is based on this fundamental assumption, which has been
expressed in the most popular theories of motivation developed  in the United States.
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Empowerment, in fact, is argued to build on the higher needs for self-actualisation and
achievement, which are the top motivators in Maslow's Hierarchy of Needs and in
Herzberg's Two-Factor Theory (Ripley and Ripley, 1992). Riley (1996: 171) admits
this explicitly by arguing that:

"What is n e it, about the enipowerment movement is that it takes a basic idea
from motivation theory. thal is. that employees respond to autonomy and
achievenient, and places it in an overall design of the production of service.
Here human performance is built-iii to the product or ser\,ice itself, rather
than being just afactor of production like working capital"

Not surprisingly, empirical evidence supporting the above claims regarding employee
responses to empowerment is also drawn from the Anglo-Saxon culture. For example,
employees at Marriott UK reported as advantages o f the application of empowerment,
among others, the "improved personal job satisfaction" and "personal development"
(Maxwell, 1997: 60). Likewise, at Harvester Restaurants (UK) employees reported
"high levels of satisfaction" with the introduction of the flat structure and in general
with the new arrangements introduced with empowerment (Ashness and Lashley,
1995). In particular, most of them "enjoyed the extra responsibility and the feeling of
being in charge which the role allowed" (p.28), reported "a sense of personal
involvement" in the job and demonstrated "a combination of both calculative and
moral commitment to their work" (p.27). Finally, at Sofitel North America employee
satisfaction, demonstrated in lower levels of labour turnover, has risen considerably
following the introduction of the company's reengineering programme, which
promoted among others employee empowerment (WTTHRC, 1998). In particular,
staff morale was reported to be high "with employees confident that just as there are
no limits on what they can do for a customer, there are no limits as to what they can
do for themselves" (ibid.: 22)

Yet, even among this overall unanimity about the attractiveness of the notion among
those to be empowered, occasionally isolated voices are heard warning for the
possibility that the proposed changes in working arrangements may not be invariably
embraced by individuals. Lovelock  (1995:  231), for example, contends  that  "not  all
employees are eager to be empowered" and many "do not seek personal growth within
their jobs and may prefer to work to specific directions rather than having to use their
own initiative". Accordingly, Ashness and Lashley (1995: 17) recognise the
possibility of varying individual reactions to empowerment, as "not all individuals
have the same affiliations to the work organisation, willingness to accept
responsibility,  or  need for power  to act" Hales  ( 1993:   136) has further observed  in
relation to participative management in general that some employees may even have
"an aversion to more responsibility or participation in decisions". Such employees
would likely include "those with 'low growth needs', an instrumental orientation to
work or who do not see work as a 'central life interest"' (ibid.). In line with this
argument is the view of Bowen and Lawler (1992) who contend that empowerment is
an appropriate choice where employees have high growth needs.

Although these latter views do raise doubts about the alleged allure of empowerment
invariably to all employees, they still attribute this possibility to distinct individual
affiliations to work and not to the distinct patterns of values that societies instil in
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individuals across cultures. Considering the earlier implications of cultural values that
Hofstede has predicted for the motivation patterns across cultures, Bowen and
Lawler's view that empowerment is appropriate for employees with high growth
needs would hold as much at the level of culture. Folion·ing Hofstede, the nature of
the needs that motivate human behaviour vary across different cultures and depend on
the culture's masculinity (or femininity) and degree of uncertainty avoidance.
Especially the latter is likely to have a higher impact on the extent to which
empowerment appeals to individuals' needs. In strong uncertainty avoiding cultures
the need for safety or security prevails over the need for achievement and, hence,
individuals are not likely to find any satisfaction in - and to be motivated by - the
increased opportunity for self-development and challenge offered by empowerment.
In addition, the inner need for structure in such cultures and the unwillingness to take
unfamiliar risks is likely to deprive individuals of any satisfaction that "empowered"
jobs can offer iii terms of personal autonomy, responsibility and self-direction. On the
contrary, empowerment is likely to appeal to individuals in weak uncertainty
avoidance cultures, where individuals are motivated by the prospect of self-
development and growth. Also feeling comfortable with uncertainty and less structure,
they are likely to enjoy and make use of the opportunities that empowerment offers
for responsibility, autonomy and the exercise of discretion (Durcan and Kirkbride,
1994). It follows then that, contrary to the enthusiastic and over-optimistic
proclamations of proponents of empowerment, the entire empowerment doctrine is
likely to be more appealing to individuals in weak uncertainty avoiding cultures and
less so to individuals from cultures at the opposite pole.

4.6 The Empowerment Process across Cultures

The implications of Hofstede's dimensions of national cultural for the cross-cultural
validity of management and organisation theories reveal that the most relevant
dimensions in influencing the "ideal" forms of management and organisation are
"power distance" and "uncertainty avoidance" (Hoppe, 1990). Indeed, the preceding
discussion regarding the cultural relativity of the empowerment theory has shown that
these dimensions are likely to impact the most on the suitability and effectiveness of
empowerment in different cultural contexts'. In fact, there are sufficient theoretical

grounds to support the general hypothesis that the extent of power distance and
uncertainty avoidance in each country will influence the extent to which
empowerment is implemented. This occurs in two ways. Primarily, through their
influence on many of the variables of the conceptual model, such as the management
Style and the extent to which managers delegate authority to employees, sharing of
information and openness of communication. And secondly, through the influence of
power distance and uncertainty avoidance directly on the extent to which individual
employees exercise empowered behaviour during service delivery. The specific
hypotheses for each dimension are elaborated below.

The dimensions of masculinity-femininity and individualism-collectivism also raise implications for
the implementation of empowerment across cultures - although to my view not to a clear direction -
and could be considered in the future. Obviously, the examination of the cultural relativity of
empowerment does not need to be confined to the theory of Hot-stede and could consider as well other
frameworks proposed for the study of cultures (e.g. Schwartz. 1994).
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4.6.1 Power Distance

Reflecting "the extent to which  the less powerful members of institutions  and
organisations within a country expect and accept that power is distributed unequally"
(Hofstede, 1991: 28), power distance impacts on the extent to which individuals in
various cultures prefer to be managed in a directive or a participative style. According
to Hofstede in countries with large power distance individuals generally prefer to be
managed in a directive or autocratic way, whereas in countries at the opposite extreme
individuals in general have a preference for democratic or participative management
styles. This has, indeed, been confirmed in the research across European countries of
Koopman, Den Hartog, Konrad et al. (1999: 516), who found that -values relating to
power distance...predict  (a  lack  o f) required participative leadership"   Thus,  the
extent of a country's power distance prescribes specific patterns of behaviour for both
employees and managers, which will influence the implementation of empowerment.

Primarily, employees in large power distance cultures recognising and accepting their
inequality with their superiors and having a preference for directive management
styles will most likely favour traditional management approaches to service delivery.
In particular, they would be reluctant to accept additional authority and responsibility
in their job, which, in their eyes,  is not their prerogative. When dealing therefore with
non-routine customer problems or complaints, they would probably seek direction
from their superiors, who are the ones with the legitimate decision-making authority.
Even if the work situation demands that employees engage in decision-making
beyond the routine, their strong dependence on their superiors would urge them to
seek managerial approval prior to actually making the decision. In general, in large

power distance countries, employees will be reluctant to engage in decisions or
actions that do not equate to the level of authority o f their position.

Following Hofstede's belief that "managers cannot chose their style at will", the
behaviour of employees will probably not allow managers to effectively delegate or
share their decision-making responsibility with employees (Durcan and Kirkbride,
1994). On the contrary, circumstances - as well as managers' past experiences - will
oblige them to closely monitor and control employees, give them direction and take
charge o f non-routine service situations. In addition, as managers also share the belie f
of their existential inequality with their subordinates, they will also be reluctant to
delegate decision-making authority, for which they consider they possess superior
ability compared to their subordinates (Schneider in Shane, 1994). Lastly, considering
the concern that empowerment is a "zero sum game", in which some (i.e. employees)
gain and others (i.e. managers) lose power (Ghillyer and Lockwood, 1994), in power
distant cultures managers are more likely to have such concern and interpret
empowerment as an undesirable loss in their power. It is unlikely that in such cultures
managers would wilfully give up the power they have gained and most importantly,
the privileges attached to it.

Moreover, the structure and form of organisations in large power distance cultures
will also raise impediments to the implementation of empowerment, even where
individual managers or employees would welcome changes in their work-roles. On
the one hand, tall hierarchies and the many intermediate layers of supervision would
allow employees limited latitude for decision-making and the exercise of discretion.
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And on the other hand, a highly centralised organisation associated with tall
hierarchies connotes cumbersome processes that would render any attempt to initiate
participation ineffective. Such processes include rigid "top-down, command-and-
control systems" with limited and well-defined areas of responsibility, restricted
access to and availability of information, which is mainly moving upward in the
organisation and the many levels of approval required for the initiation of action
(Woods and King, 1996). Such centralisation of power obviously provides limited
room  for the devolution of authority (Kelley, Longfellow and Malehorn,  1996).

Directive management styles and high centralisation o f power in large power distance
cultures evidently impact upon organisational communications and foremost in the
flows of information through the organisation. The fact that contacts between
superiors and subordinates in these cultures are generally initiated by superiors only
(Hofstede, 1991) means that communication will be predominantly downward, as
employees will hesitate to approach their managers or they will not do so with ease.
This will further impose an impediment for employees to express freely their opinion
and ideas, while the rigid hierarchy will prevent them from circumventing their
superior by contacting a manager of another department in the hotel. Hierarchy and
high centralisation further denote that a large amount of communication will occur
through memos, directives and other written forms, therefore limiting the scope of
personal communication between superiors and subordinates. In sum, large power
distance is likely to preclude an environment of open communication.

Lastly, power distance between managers and subordinates, hierarchy and
centralisation of power also preclude the devolution of information to the lower layers
of organisational hierarchy. The acceptance of the existential inequality between
managers and subordinates will prevent the former from devolving "sensitive"
information about organisational goals and performance to lower level employees,
who would not be capable of understanding or evaluating this information. The
hierarchy would further impose an impediment to the free flow of information
throughout the organisation, as the many intermediate levels of middle management
would tend to filter sensitive information flowing downwards. Evidently, as access to
or control of sensitive information is also a resource of positional power (Hales,
1993), managers in large power distance cultures would be reluctant to share such
power resources with their subordinates.

The exact contrary expectations regarding empowerment are presumed for small
power distance cultures. which are associated with egalitarian values instilled in both
managers and subordinates and with organisations with flat hierarchies and low
centralisation of power (Hofstede, 1991). Primarily, egalitarian values  and less power
distance are expected to produce more participative leadership (Bass, 1990). On the
one hand, employees will not necessarily wait until their boss lets them participate
(Hofstede, 1991) and they will actively engage in decision-making and exercise
discretion in their job. On the other hand, managers will lack "sufficient power or
respect to obtain wholehearted assent by simply commanding it" (Durcan and
Kirkbride, 1994: 33) and will, hence, be obliged to allow their subordinates
substantial latitude for discretion and decision-making. But as managers will also hold
similar egalitarian values, employee discretion and participation in decision-making
will be favoured and anticipated rather than being passively accepted. Managers are
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likely to "articulate" such expectations in delegating a significant amount of decision-

making authority to their subordinates. In general, in small power distance cultures
consultation, participation and involvement are considered as valuable per se and are
not valued depending on their contribution to performance-related ends (Durcan and
Kirkbride, 1994). Such participative climate "provides and environment in which
individuals can assume a more active, rather than passive, role in an organisation"
(Spreitzer, 1996: 499) and is, hence, argued to contribute to the exercise of
empowered behaviour during service delivery.

Furthermore, flat hierarchical structures and low centralisation of power in small
power distance cultures facilitate the dispersion of decision-making authority
throughout the organisation and create therefore greater opportunities for the exercise
of employee discretion (Kelley, 1993). Flat structures have already been associated
with wide spans of control (Chapter 3), which require managers to delegate some of
the burden of decision-making authority to their subordinates (Spreitzer, 1996).
Moreover, decentralised organisations connote processes that facilitate the devolution
of decision-making authority to the lower levels. Such organisations are typically
"bottom-up, leadership-and-support systems" with broad areas of managerial
responsibility, processes designed to support subordinates rather than direct and
control them and information flowing freely throughout the organisation (Woods and
King, 1996: 158). Small power distance would, finally, help instil an environment of

open communication, as managers would be less concerned with status and would be
more accessible from their subordinates (Hofstede, 1991). As they would also not be
concerned with establishing and maintaining power distance with their subordinates,
they would not hesitate to release freely sensitive information about the organisation.

In conclusion, it is hypothesised that large power distance is associated with
traditional management-subordinate relationships and is therefore hardly compatible
with the concept of empowerment (Baum,  1995). In particular, it is hypothesised that
in large power distance cultures management styles will be "disempowering",
decision-making authority for non-routine situations will be confined to managers,
communications will not be open and information will not be made widely available
to frontline employees. In conformance with their working environment and foremost
with their own values, it is further hypothesised that frontline employees in such
cultures will refrain from the exercise of empowered behaviour during service

delivery. The exact opposite assumptions hold for small power distance cultures.

4.6.2 Uncertainty Avoidance

Reflecting "the extent to which the members of a culture feel threatened by uncertain
or unknown situations" (Hofstede,   1991: 113), uncertainty avoidance  is the second

dimension presumed to influence the application of empowerment in different
cultures. In particular, uncertainty avoidance is expected to impact quite decisively on
employee behaviour and also - although less vigorously than power distance - on the

management style and the extent of delegation of authority. Weak uncertainty
avoiding cultures are likely to favour the application of empowerment, while the
opposite is predicted for strong uncertainty avoiding cultures (Baum, 1995). In such
cultures, individuals' emotional aversion to uncertainty and ambiguity is bound to
make them feel uncomfortable assuming an "empowered" role, which would require
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them to routinely engage and deal with unpredictable service situations. They are
therefore unlikely to voluntarily assume the risks involved in independent decision-
making and in the exercise of discretion and innovative behaviour. Evidently, thecreative rule-breaking that empowerment demands (Goldsmith et al., 1997) will rarely
be attempted by employees when dealing with non-routine service situations. On the
contrary, their reaction to the unpredictability introduced by such situations will
probably be to adhere to standard rules and procedures or alternatively to seek
direction from their superiors (Durcan and Kirkbride, 1994). Indeed, Hofstede (1983a:393) argues that where laws (i.e. rules) do not resolve ambiguous situations, people
"can create a feeling of security by the nomination of experts", whose word is
accepted "as a kind of law", because they are assumed to be "beyond uncertainty".
The role of the "expert" in the organisational setting is assigned to the manager
(superior), who is expected "to act as a buffer or an insulator [by] absorbing the
shocks and uncertainties of the environment and replacing them by structure and
order" (Durcan and Kirkbride, 1994: 36). Such individual attitudes towards
uncertainty prescribe a more directive and task-oriented management style in such
cultures, which is manifested in the formulation of clear goals, tight supervision of
work and explanation of work requirements (Lindell and Arvonen, 1997). The
expectation for a directive management style in strong uncertainty avoidance cultures
is consistent with the findings of Koopman, Den Hartog, Konrad et al. (1999).

Restrictions to the development of empowered behaviour are further imposed by the
highly formalised working environment that is associated with strong uncertainty
avoiding cultures. High formalisation in such cultures protects organisationalmembers from the unpredictability of human behaviour (Hofstede, 1983a). A highly
formalised environment is associated with a variety of rules and standard operating
procedures controlling the work process, which result in task standardisation and
therefore stifle employee discretion (Kelley, Longfellow and Malehorn, 1996). This
is because in cases of high organisational formalisation employees are provided withprescribed means for accomplishing tasks (e.g. procedures, rules) and thus havelimited opportunities to use creativity and initiate innovative behaviour (ibid.). Suchformalised environments will only allow opportunities for the exercise of routine
discretion (Kelley, 1993). In the eventuality that employees do demonstrate
innovative behaviour, such as in the example of the hotel employee bringing an iron
board to a guest mentioned in the previous chapters, it is likely that it will be viewed
as deviant by the organisation (ibid.). Indeed, Hofstede (1983a: 393) contends that in
strong uncertainty avoidance cultures "the proliferation of laws and rules implies anintolerance of deviant behaviour and opinions". Consistent with these arguments,
Shane (1994: 34) in her study on the "championing process" in 24 countries has found
that in more uncertainty avoiding nations there is a preference for "champions" (i.e.
innovators) "to work within organisational rules, norms and procedures". Thus, in
case ofconflict between the actions of innovators and organisational rules and norms,
innovators would be encouraged "to alter the innovation to meet the characteristics of
the organisation" (ibid.: 30).

The same arguments create the expectation that empowerment initiatives will be
favoured and nurtured in weak uncertainty avoidance cultures. Primarily, as
individuals in such cultures feel comfortable with uncertain and ambiguous situations
(Hofstede, 1991), they would be more inclined to assume an empowered role and the
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risks and uncertainty associated with it. Such roles would further allow them to
exercise discretion, which individuals in weak uncertainty avoiding cultures need in
their working lives (Durcan and Kirkbride, 1994). The need for room to exercise
discretion means that individuals would also resent being closely supervised, which
therefore creates a need for participative management styles. Thus, managers will be
obliged to delegate decision-making authority to individuals and will probably have
no problem doing so, as thanks to their own uncertainty-accepting predisposition they
are likely to value and encourage initiative. creativity and innovative behaviour. Such
creativity and innovation will generally be welcome and anticipated in such cultures
and will further be facilitated by a less formalised environment "with no more rules
than is strictly necessary" (Hofstede, 1991:125). Shane ( 1995) has indeed found that
uncertainty accepting cultures are more innovative than uncertainty avoiding ones,
thanks to attitudes allowing innovators to operate under loose monitoring systems and
to overcome organisational inertia, manifested in organisational rules, norms and
procedures. In such cultures innovators could, for example, be allowed to "cut corners
in corporate procedures" and violate bureaucratic rules without fear of organisational
interference or sanctions (Shane, 1994: 30). In general, eniployees in uncertainty-
accepting cultures will have no hesitation in engaging in "creative rule-breaking",
when they consider that this would be necessary for customer satisfaction.

In conclusion, it is hypothesised that strong uncertainty avoidance is associated with
traditional management approaches to service delivery and with few opportunities for
empowerment. Organisational processes would allow limited room for employees to
make decisions and take initiatives and this will presumably be reflected in limited
delegation of authority and a "disempowering" management style. Moreover,
employees' emotional a\'ersion to uncertainty and ambiguity will probably prevent
them from exercising empowered behaviour during non-routine service situations. On
such occasions, they will likely adhere to organisational rules and processes or
alternatively seek the assistance of their superiors. The reverse relationships are
predicted for weak uncertainty avoidance cultures.

4.7 Research Hypotheses

The previously described relationships between power distance and uncertainty
avoidance with employee behaviour and certain variables (i.e. management
interventions and behaviours) of the conceptual model for implementing
empowerment can be formulated in specific research hypotheses. As the indexes of
power distance and uncertainty avoidance are "ecological" measures, the hypotheses
merely predict relationships between employee perceptions regarding these variables
or their sel f-reports o f empowered behaviour and the national culture o f their country.
Figure 4.1 illustrates schematically the "conceptual model for understanding the
empowerment process across cultures" proposed by the present study.

Hypothesis 10a : Employees in small power distance ctiltures wiu report
exercising a higher degree of empowered  behaviour during
ser\,ice delivery compared to employees in large power
dista,ice cultures.
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Figure 4.1 A conceptual model for understanding the empowerment process across
cultures

Hypothesis 1 Ob : Employees in small power distance ctiltures 1,·ill perceive
they have a higher degree of authority in their job
compared to employees in large power distance cultures.

Hypothesis 100 .  Employees  in  small power distance cultures will perceive
the nianagement style to be more empowering compared to
employees in large power distance cultures.

Hypothesis lOd .  Employees in small power distance cultures will perceive
comnitmication within the organisation to be more open
compared to employees in large power distance cultures.

Hypothesis 10e .  Employees  in  small power distance cultures  will perceive
that management shares more information with them
compared to employees in large power distance cultures.

Hypothesis 1 la Employees in weak uncertainty avoidance cultures will
report exercising a  higher degree of empowered behaviour
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during sen,ice deliven· compared to eniployees in strong
uncertainty avoidance cultures.

Hypothesis 1 lb : Employees in weak uncertai,ity avoicia,ice cultures 11'iU

perceive they have a higher degree of authority  in  their job
conipared to eniployees in strong uncertainty avoidance
Cultures.

Hypothesis llc Employees in 11 eak wlicertainty avoidance cultures :ViU

perceive the management style to be more entpowering
compared to employees in strong uncertainty avoidance
culttires.

As is evident in Figure 4.1 the model allows the possibility that relationships exist
between the dimensions of national culture and other variables of the conceptual
model, which have not been substantiated and predicted in the present study. Potential
relationships of power distance and uncertainty avoidance with these variables will be
examined with additional exploratory analysis.

4.8 Conclusions: Added Value of Proposed Model

While the discussion in Chapter 3 attempted to answer the frequently addressed issue
of the implementation of empowerment, the preceding discussion  in this chapter has
attempted to address an issue that has been less prominent thus far. In particular, this
chapter has attempted to examine the cultural relativity of the propositions
incorporated in the empowerment doctrine, which may raise implications in
implementing the concept in different cultures. As has been argued. the issue of the
cultural relativity of empowerment is merely an extension of a long-lasting debate
about whether cultures are converging or diverging. Despite the presence of powerful
forces of convergence, such as coniniunication technology, world-wide media,
internationalisation of business, trade, travel, multinational enterprises and spreading
technological development (Bass, 1990), other powerful "culture contributors", such
as climate, religion and a culture's own history, foster cultural divergence. On the one
hand these factors are powerful enough to bring about considerable cultural
divergence and on the other, persistently dissimilar to warrant cultural divergence also
in the foreseeable future. Especially the role of history is decisive in this respect, as it
represents the sum of a nation's or a culture's collective experiences. Just as the
character and personality of individuals is partly shaped by their unique personal
experiences (Hofstede, 1991), the unique collective experiences of nations and
cultures shape their national or cultural character and identity. Arguing for cultural
convergence due to the aforementioned forces would be like arguing that individual
characters and personalities should also converge, as they are also subject to the very
same converging forces. The present study clearly adheres to the belief that cultures,
while being susceptible to these forces of convergence, do remain largely divergent.
Probably the strongest evidence supporting such conviction is the fact that many
"First World" nations, like the U.S., the U.K., Japan, Germany and France, which
have reached a similar level of industrialisation and technological development, are
generally considered as culturally distinct.
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In line with the principal propositions of Ho fstede, the present study adopts the stance
that there is a need for cultural sensitivity and awareness, when it comes to the
universal validity of management theories and the transfer of management concepts
across cultures. This holds also for the concept of empowerment, which promotes
universal propositions about management and organisation, presumed to be invariably
welcome by managers and employees globally. Yet, it has been substantiated on the
basis of the theory of Hofstede on national cultures that the majority o f propositions
of the empowerment doctrine carry an inherent cultural bias, due to their evident
origins in the Anglo-Saxon cultural context. By addressing the issue of the cultural
relativity of empowerment, the present study extends the examination of the concept
from the Anglo-Saxon cultural context, to which most publications on empowerment
implicitly refer, to the international and multi-cultural context, where hospitality
organisations actually operate. In fact, the need for such an approach has also been
identified by Guerrier and Deery (1998), who carried out an extensive review of
research in the area of hospitality human resource management and organisational
behaviour. Recognising that "hospitality research remains predominantly Anglo-
Saxon in focus and assumptions", they urge researchers in hospitality to take the
opportunity offered by an, indeed, global industry and focus on cross-cultural
comparative studies in the specific areas (Guerrier and Deery, 1998: 154). In line with
Guerrier and Deery, Lovelock (1995) has also emphasised that comparative
international research in the field o f human resources in services is advantageous.

Beyond addressing the issue of the cultural relativity of empowerment, the present
chapter has postulated specific implications in the implementation of empowerment
induced by two o f Ho fstede's dimensions of national culture, namely, power distance
and uncertainty avoidance. These implications have been formulated into specific
research hypotheses, to allow for their assessment through empirical research in the
international, cross-cultural context o f the European hotel industry. The integration in
the conceptual model o f power distance and uncertainty avoidance does not intend to
restrict the discussion about the cultural relativity of empowerment to these two
dimensions, nor does it intend to restrict the impact o f these dimensions to a handful
of variables of the conceptual model. National culture shapes organisations and
therefore all its policies and procedures and this is represented in Figure 4.1, where
national culture - expressed through power distance and uncertainty avoidance -
influences all the parameters that are relevant to empowerment.

The theoretical elaboration that took place in Chapters 3 and 4 has substantiated the
integrated conceptual model of the present study for the implementation of
empowerment across cultures. The specific propositions of this model will be tested
and evaluated in the remaining o f this book, through empirical research in the upscale
and luxury segment of the European hotel industry.
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CHAPTERS

RESEARCH DESIGN AND METHODOLOGY

5.1 Introduction

The integrated conceptual model substantiated in the previous chapters provides the
framework to examine the implementation of empowerment in the hotel industry
within the international, cross-cultural context of Europe. This will be done by means
of qualitative and quantitative research conducted in a number of upscale and luxury
properties o f a well-known American international hotel company in seven European
countries. The present chapter outlines in detail the research rationale and design and
describes the operationalisation of the integrated conceptual model into a
measurement instrument. The following section (Section 5.2) lays down the rationale
of the research design, which basically follows earlier comparative cross-national
studies of organisations. Detailed information is also provided about the strategy for
selecting and eventually establishing contacts with the hotel company and the extent
to which the particular company fulfilled the criteria set for the research purposes is
evaluated. Section 5.3 will outline the research design and will substantiate the
decision to collect both qualitative and quantitative data and information about the
data collected is provided in Section 5.4. Section 5.5 explains in detail the way that
the integrated conceptual model has been operationalised into a measurement
instrument for the collection of quantitative data. Special attention is given to the
development of items for the questionnaire that was used during the employee survey
and its translation following the demands of research in different countries. The issues
of the measures validity and reliability are also addressed in this section. Section 5.6
refers to some of the problems encountered during the research and the remedial
actions that have been taken to resolve them. On the basis of these problems this
section further outlines the weaknesses and limitations of the present study, which
should be taken into account in the evaluation of the research results and findings.
Finally, Section 5.7 briefly explains the way that the research findings will be
presented.

5.2 Research Rationale

The rationale of the research design is based on four "strategic" choices. The first was
the decision to conduct research in the upscale and luxury sector o f the hotel industry,
which has already been substantiated in Chapter 2 on the grounds o f the expectation
that such hotels would be where empowerment was most appropriate and most likely
to occur. The second decision concerned the selection o f the European Union (EU) as
the geographical field for the research. Principally, this decision was imposed by the
European orientation of the entire research project, which was funded by the European
Commission in the context of the Marie Curie Fellowships.

However, the selection of the EU can also be justified on the basis of substantive
conceptual grounds. In particular, the EU is culturally very diverse, which ensures
variability in terms of power distance and uncertainty avoidance. Regarding power
distance, EU countries cover most of the range from large (e.g. France), through
medium to large (e.g. Portugal and Greece) and medium to low (e.g. Spain and Italy),
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to low power distance (e.g. Austria and Denmark). Even greater variation is
encountered on the uncertainty avoidance dimension, with, for example, Greece and
Portugal ranking as the strongest uncertainty avoiding countries, Italy and Austria at
the medium to strong range and West Germany and Finland at the medium to weak
range and Denmark and Sweden ranking as among the weakest uncertainty avoiding
countries.  I f the prediction regarding the link of the two dimensions to empowerment
is valid, there should also be marked differences in the application of empowerment.
The selection "of only a few cultures clearly differing on some variable that is of
interest to the [researcher]" is indeed an acceptable - and most common - strategy for
the selection of cultures in comparative studies (Berry et al.,  1992: 224). Of course,
rather than "cultures", the present study has selected "countries", as it defined the
cultural background o f respondents principally on the basis o f their nationality.  In this
perspective, the present research rationale is aligned with the arguments presented in
the previous chapter that nations are useful culture delimiters (Peterson and Smith,
1997), as they "delineate the legal, political and social environments within which
organisations and workers operate" (Ronen and Shenkar,   1985:  444). Of course  the
decision to restrict the research within the geographical field of the EU was also made
for practical reasons. In particular, time and financial constraints did not allow the
undertaking of research of a larger magnitude, so as to include in the sample countries
from Asia, America or Africa. A larger study would further complicate the contacts
with the industry, as countries from various continents usually fall under different
company divisions, as well as the entire research design (e.g. translation).

The third, and probably most crucial, decision underlying the research rationale was to
undertake the research in the properties of only one hotel company. This is directly
related to the logic of comparative, cross-national studies that it is easier to discern the
influence of culture on organisational attributes and management practices or
behaviours by comparing well-matched samples across countries. Indeed, as was
shown in the previous chapter, studies in the field of comparative industrial sociology
from the very beginning attempted to isolate the societal effect by examining
comparable organisations across countries (e.g. Maurice, 1979; Child and Kieser,
1979). This logic was also put in practice in the research of Hofstede, who compared
the subsidiaries of a single multinational company, which "represent unusually well-
matched and functionally equivalent samples" (Hofstede, 1998: 24). By doing so, he
was in a position to attribute variations in responses among countries to the influence
of culture, as a number of other salient characteristics, such as industrial and
organisational culture, occupations and so on, were held constant (Tayeb, 1994) and
therefore could not account for such variation. As already explained, the weakness of
this approach is that the sample is not representative of the wider population to which
the research results are generalised (Ronen and Shenkar, 1985).

The same rationale was followed in the present study. It is argued that employees
working in the properties of one hotel company in various countries represent such
"well-matched and functionally equivalent samples", which allow variations in
responses to be easier attributed to the influence of national culture. In fact, this
strategy is even more appropriate for the purpose o f the present study, as the issue of
representativeness  of the larger population (i.e. culture) is not relevant here. It should
be remembered that the purpose of the study is not to address cross-cultural
differences between countries, but to examine how national culture influences the
implementation of a specific management concept (i.e. empowerment) in different
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countries. Therefore, the sample need not be chosen on the basis of the criterion of
representation of a specific culture, neither of representation of the hotel industry. As
has already been explained, what is of interest here is to select hotels that offer
opportunities for empowerment (i.e. upscale/luxury hotels) and secondly to select
comparable hotels, so as to exclude or minimise the possibility that potential
variations among them are the result of salient characteristics. For example, it was
decided to focus on city-centre hotels and exclude from the sample resort hotels,
which have distinct salient characteristics (e.g. seasonal operation, different customer

base, facilities). The most effective strategy to achieve comparable and functionally
equivalent samplest was to conduct research in the properties o f a single international
hotel chain.

In addition to the above conceptual considerations the decision to involve one hotel
company was also favoured by tactical and pragmatic considerations. It was primarily
anticipated that restricting the research in a single company would increase its
involvement in general   in the research project.   lt was expected that higher
involvement of the company in the research would translate into a more active
contribution to the research goals by encouraging employee participation in the
research, facilitating the planning and coordination of data collection and increasing
access to information. Especially regarding the latter, it was presumed that hotels
would be more open with sharing information, since restricting the research to their
company would prevent the transfer of sensitive information to the competition. In
addition, restricting the research within one company was thought to prevent potential
competitive attitudes between different companies, which would probably influence
the objectivity and quality of the information provided. In general, the strategic choice
to involve one hotel company was the most efficient decision, in order to achieve an
optimum balance between the requirements imposed by the aim  o f the research  and  its
available resources (i.e. time, financial).

The final decision that underlines the research rationale was to collect data on four
basic levels that were considered to be related to the implementation of
empowerment. It was specifically decided to collect data on the level of the company,
on the level of the unit (i.e. hotel), on the level of the hotel departments and on the
level ofthe individual employees. At the company level, the research aimed to collect
data on corporate strategy, with a special focus on quality initiatives and human
resource management and on company policies and programmes, which run
throughout the affiliated hotels.  At the level of the hotel, the research aimed to collect
data on the extent to which corporate strategy was adopted by individual hotels and on
specific to each hotel policies and practices in the same areas of quality and human
resource management. The research objectives at the level of the department were
similar, with an emphasis, however, on the way that corporate and hotel strategy,
policies and programmes were put into practice. At this level the research also focused
on individual manager behaviour, which, as established in the preceding chapters, is
considered as a critical factor influencing employee empowerment. Finally, at the
individual level, the research aimed at examining employee behaviour during the
delivery of service to customers, which obviously is the "bottom line" of the notion of

1 The issue of sample homogeneity is considerably more complicated in the case of hotel properties,
which are distinct in nature compared to the subsidiaries of a multinational company like IBM. This
issue is addressed later on in this chapter. At the moment, it is important to emphasise that the selection
of a single hotel company is the most appropriate strategy to maximise sample homogeneity.
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empowerment. The research among individual employees was considered to be an
iniportant aspect o f the research design, not only because those are the protagonists in
the empowerment process, but especially because despite their important role, their
input  has been largely ignored in empowerment literature. This research approach
ensured that information would be gathered from all the stakeholders involved in the
empowerment process and that the findings would reflect more the industry reality.

5.3 Research Design

The cornerstone of the research design was the search  for a hotel company that would
allow access to its affiliated hotels across Europe. The hotel company needed to meet
two fundamental criteria. Primarily, the company needed to have hotels in as many
European countries as possible and ideally in each of the identified cultural clusters of
the region. Secondly, the company should have a corporate strategy offering
opportunities for the implementation of empowerment. Whereas the fulfilment of the
first criterion could easily be controlled in an objective manner (i.e. presence in
countries and number of affiliated hotels), the fulfilment of the second criterion was
more difficult to establish. Obviously, in-depth evaluation of the extent to which the
company's corporate strategy, policies and programmes offered opportunities for
empowerment could only occur after access for research was provided. At the initial
stage, therefore, the goal was to establish cooperation with one of the major
international hotel companies, which according to the literature have a strong
orientation to service quality and human resource management. Such companies were
considered to offer an ideal environment for empowerment and furthermore for cross-
cultural research. The process for selecting and establishing contacts with an
international hotel company, as well  as the final design o f the research are outlined in
the following sub-sections.

5.3.1 Targeted Clusters and Countries

Obviously, the preliminary step for the selection of the "ideal" hotel company was to
identify the cultural clusters in which the company should be represented. Reviews of
cross-cultural studies (Ronen and Shenkar, 1985; Leeds, Kirkbride and Durcan, 1994)
are largely unanimous in identifying five cultural clusters in the European context.
These clusters are also consistent with the findings of Ho fstede. They are:

Nordic: This cluster includes the Scandinavian countries, namely, Sweden, Finland,
Denmark and Norway, plus the Netherlands. These countries are all small power
distant and clearly in the weak pole of uncertainty avoidance, with Finland,
Netherlands and Norway scoring somewhat higher on this dimension than Sweden
and Denmark. They are also the most feminine countries in Hofstede's study and are
all fairly individualist.

Anglo: This cluster includes the United Kingdom and Ireland, which both score very
similar on all of Hofstede's dimensions. They are equally weak uncertainty avoidance
countries and they are both fairly small power distant, masculine and individualist
countries.

Germanic: This cluster includes Germany, Switzerland and Austria. They are all
strongly masculine and fairly individualist countries and score low on power distance,
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with Austria scoring the lowest of all countries in Hofstede's study. They also have
very similar uncertainty avoidance scores, with Germany and Switzerland slightly
leaning towards the weak uncertainty avoidance pole and Austria slightly leaning
towards the strong uncertainty avoidance pole.

Latin European: This cluster is probably the most ambiguous, but generally seems to
include Spain, Portugal, Italy, France and Belgium. These countries score quite
distinct in the IBM study with the exception of uncertainty avoidance in which they
all score clearly towards the strong pole, with Italy, however scoring lower. They are
also spread along the mid-range of the power distance continuum, with clear
differences, however, between the highest (i.e. France) and the lowest scoring country
(i.e. Italy) In-between, Belgium and Portugal lean towards the large power distance
pole and Spain leans toward the small power distance.  With the exception o f Portugal,
they are all fairly individualist (Spain scoring somewhat lower) and they are quite
divergent in terms of masculinity. In particular, Italy is strongly masculine, while
Portugal, France and Spain are more feminine countries. Belgium scores moderately,
but clearly towards the masculine pole. The deviation in scores of Portugal is
probably the reason why Hofstede includes the country in the Latin American cluster,
although in a European context it seems that Portugal is clustered as Latin with Spain
and Italy (Leeds, Kirkbride and Durcan,  1994). The clustering of Belgium in the Latin
cluster is also ambiguous, as the country is known for its internal cultural differences
(Drenth and Groenendijk, 1998). However, all clustering studies reviewed by Ronen
and Shenkar (1985) included Belgium in the Latin European cluster always along
with France, which also scores very similar to Belgium in all dimensions of Ho fstede
(with the exception of masculinity). Leeds, Kirkbride and Durcan (1994), actually
identify Belgium and France as "northern quasi Latin countries" and distinguish them
from Italy, Portugal and Spain, which are identified as "Latin countries".

Near Eastern: This last cluster includes Greece and Turkey, which in the IBM study
score quite similar in most of the dimensions. They are both high on the power
distance and uncertainty avoidance pole, with Greece scoring the highest among all
countries in the IBM sample, and are both collectivist cultures. Some difference exists
in the masculinity dimension, with Greece being clearly masculine and Turkey rather
in the feminine pole.

In order for the study to cover the cultural diversity o f the EU, the research needed to
be conducted in at least one of the countries of each of the aforementioned identified
clusters. As the size of the sample in each country was also of concern for the
purposes of the quantitative part of the research, ideally the hotel company should be
present in as many countries as possible in each cluster.

5.3.2 The Hotel Company: Search and Contacts

An initial pool of international hotel chains was selected, so as to conduct the
preliminary investigation of their presence in the identified clusters. This initial pool
included seven well-known companies (Table 5.1). The search for their representation
in European countries occurred through the internet  in the period April-May  1998.
According to Table 5.1, with the exception of two companies (i.e. Accor and Radisson
SAS), the rest were present in at least one country o f each cultural cluster. According
to the results of this preliminary search, ideal companies for the present study were
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Golden Tulip, Inter-Continental and ITT Sheraton, which were widely represented in
all cultural clusters. lt was therefore decided to target these companies.

Table 5.1: Presence of hotel companies in identified clusters and countries in the EU
Company Clusters

Nordic Anglo Germanic Latin Near Eastern
Accor (Sofitel) NL                 -- AU,GER B,F,I,P,SP                --
Golden Tulip NL,SW UK GER B,F,I,P,SP GR
Hilton NL UK AU,GER B,F,I,SP GR
Inter-Continental FIN,NL UK AU,GER B,F,I,P,SP GR
ITT Sheraton NL,SW UK AU,GER B,F,I,P,SP GR
Marriott NL UK AU,GER F,SP GR
Radisson SAS FIN,NL,SW UK AU,GER B,F,l,P                     --

Abbreviations: AU : Austria GER : Germany P · Portugal
B Belgium GR Greece SP Spain
FIN: Finland 1 Italy SW : Sweden
F France NL Netherlands

The company eventually selected, was Starwood Hotels & Resorts Worldwide - the
company that acquired    ITT Sheratonl Access was eventually achieved    to    16

properties in seven countries, namely England, Sweden, the Netherlands, Italy,
Greece, Portugal and Belgium. For various reasons beyond the control of the
researcher it was not possible to include in the research sample hotels from the
Germanic cluster (i.e. Germany or Austria). Nevertheless, the sample was adequate
for substantive research in the rest of the clusters and still offered a promising
database for the attainment of the research goals. In addition, Starwood also fulfilled
the second criterion, since it owned one of the most established and respected
international hotel brands: Slieraton. As such, Starwood seemed to offer the
appropriate environment for the study of empowerment with a corporate strategy
founded on quality and a strong customer orientation. This is actually articulated in
the company's vision, which expresses its commitment "to operating hotels of the
highest quality staffed by employees of the highest professional calibre" and its
determination "to build brand loyalty among [its] customers by anticipating and
providing for their every need" (corporate information). For the predecessor of
Starwood, ITT Sheraton, the course to quality by efficient utilisation of human
resources has indeed a long history, with the inauguration of "Quality Improvement
Teams"  in  1981, the "Q'Lympics Campaign"  in  1982, the "Sher-a-thon Relay  Race"
in   1983, the campaign   "A  Hand in Quality"   in   1984  and   the  "Back to Basics"
campaign  in 1985 (Touzin,  1986). The current corporate quality initiative "Progress
through People" is the most recent demonstration of the commitment of Starwood to
quality and human resources. The company's orientation to total quality and
empowerment has occasionally been evidenced through academic research  (e.g.
Partlow, 1996; Hales and Klidas, 1998). Interestingly, the empowerment principle of
delegation of authority and responsibility was "preached" by the founder of Sheraton
himself, Ernest Henderson, in his "Sheraton Ten Commandmentsl" (Lundberg, 1979).

2 The sale of ITT Sheraton to Starwood, which was accepted by ITT shareholders on the  12'h
November 1997, followed a ten-month battle with Hilton Hotels Corp., which ended in favour of
Starwood Lodging, a Phoenix-based real estate investment trust (Hotels, issue of January 1998).
' Commandment 6: "Thou salt duly recall that the virtues of those running small hotels may be the
vices of those guarding larger establishments" (Lundberg, 1979: 338).
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In common with other major international hotel companies, Starwood has a portfolio
of brands including Sheraton Hotels & Resorts, The Lit.run, Collection and Westin
Hotels & Resorts, a\I covering the upscale and luxury sector, Four Points Hotels by
Sheraton, covering the mid-range sector, IF Hotels for the corporate business traveller
and Caesars, covering the gaming and entertainment sector of the industry'. The first
two brands were of interest for the present research, basically due to their presence in
most of the European countries. Sheraton Hotels & Resorts comprises of hotels of the
famous Sheratoti brand and caters to upscale business and leisure travellers. Tlie
Luxury Collection is "an elite assembly of the world's finest hotels and resorts" and
caters to the affluent (business or leisure) traveller (corporate information). As
mentioned earlier, the research sample would not include resort hotels, which carry
distinct salient characteristics. However, in order to increase the sample, targeted
hotels did include airport hotels and conference hotels, which do not differ markedly
from typical city-centre hotels (i.e. similar facilities and services, comparable
customer base, located near major metropolitan centres). The selection of properties
from these two brands is believed to be an optimum balance between the requirement
for a comparable and homogeneous sample and the demand for an adequate sample
size per country.

5.3.3 Qualitative and Quantitative Research

Following the establishment of contacts with the industry the research design was
finalised. The data collection process made use of both quantitative and qualitative
methods. Quantitative methods involved a survey among frontline employees in the
departments of Front Office and Food and Beverage of each hotel, which was
conducted through the distribution of a questionnaire. These departments were
selected in line with the empowerment literature, which usually focuses on frontline
employees working in these departments  and  because  of the opportunities   for
empowerment that the tasks allocated to these positions create. Especially the
inclusion of the Front Office department covers an identified gap in hospitality
research, since functions, such as receptionists, are rather under-researched (Guerrier
and Deery, 1998).

Qualitative methods involved in-depth personal interviews with nianagers of the
participating hotels. usually with the human resource manager and the department
heads of Front Office and Food and Beverage. The human resource managers were
considered to be in the best position to provide information about strategies and
policies at the corporate and hotel level and especially about the implementation of
these strategies and policies in their hotels. Similarly, the department heads were able
to provide specific information about the implementation of corporate or unit
strategies and policies in their respective departments and also about the extent that
employees are empowered to make independent decisions during the delivery of
service to customers. At the corporate level one interview was also conducted at the
company Head Office in Brussels, so as to gather specific information about the
corporate strategy and policies regarding quality programmes and human resource
management policies. The questionnaires used for the interviews with managers at the
different levels are presented in Appendix A.

4 Corporate information provided during the initial contacts with the company (October  1998)
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A critical decision in the research design was the personal involvement of the
researcher in the collection of data, which was made for a variety of reasons.
Primarily, personal involvement was considered essential for the collection of
qualitative data, as a larger amount of information would be generated during a
personal interview, than if managers would provide such information in alternative
ways. It was further hoped that personal presence in the hotels would help generate
information by means of participant observation or through informal discussions with
managers and employees. Most importantly, personal involvement in the coordination
of the data collection process was considered crucial in order to ensure that the
procedures would be consistent with the requirements of academic research and to
increase the participation rate in the employee survey. It was assumed that managers
and employees would be more stimulated to participate in the research, if they
personally received clear in formation about the academic purpose of the research and
the confidentiality of their responses. Personal involvement was finally considered to
facilitate employees in the completion of the questionnaire by answering potential
questions and generally providing additional information or assistance if needed.

5.4 Field Research - Data Collection

The data for both the qualitative and the quantitative part of the research were
collected in the period between September  1999 and March 2000. Table 5.2 presents
the hotels and the countries where the research took place.

Table 5.2: Countries and participating Starwood Hotels
Country Hotel Size (rooms) Type Portfolio/brand

England Sheraton Heathrow 431 Airport hotel Sheraton

Sheraton Skyline 351 Airport hotel & Sheraton

Conference Centre
Park Lane 302 City-centre Sheraton

Sheraton Belgra\·ia                      89 City-centre Sheraton
Sheraton Park Tower 289 City-centre Luxury Collection

Sweden Sheraton Stockholm 459 City-centre Sheraton

Netherlands Sheraton Amsterdam Airport 4()8 Airport hotel Sheraton
Hotel Pulitzer 226 City-centre Sheraton

Italy Hotel Palace 216 City-centre Luxury Collection

Principe di Sar·0121 253 City-centre Luxury Collection
Hotel Excelsior 321 City-centre Luxury Collection

Sheraton Roma 645 Hotel & Conference Sheraton

Centre
Greece Grande Bretagne 364 City-centre Sheraton

Portugal Sheraton Lisboa 381 City-centre Sheraton

Belgium Sheraton Brussels 533 City-centre Sheraton

Sheraton Brussels Airport 297 Airport hotel Sheraton

For the qualitative part of the research a total of 46 in-depth semi-structured
interviews were conducted with managers of the hotels, in most cases with the Human
Resources Manager and the Department Heads of Front Office and Food and
Beverage. An additional interview was conducted at the Head Office of Starwood in
Brussels with the Assistant Director of Human Resources, division Europe, Africa,
India and Middle East. The interviews lasted between 30 to 60 minutes depending on
the availability of time of the managers and  in the vast majority of cases the interview
was recorded on tape. The managers were of course assured of the anonymity and
confidentiality of their responses.
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For the quantitative part of the research, the employee survey yielded a total of 560
questionnaires, of which 27 were considered "non-usable" due to missing data and
were omitted  from the analysis. Another  106 questionnaires were eventually omitted
from the analysis, because they were completed by individuals in supervisory or
managerial positions. Completion and collection of questionnaires took place mainly
(307 or 72 percent) on site - usually in the training room - during special sessions,
which were specifically set up for this purpose. This is indeed consistent with the
recommendation of Ronen and Shenkar (1985: 453) to researchers in cross-cultural
studies for the administration of questionnaires "in a similar, in-company setting"

During these meetings employees were also given information by the author about the
research and guidelines for completing the questionnaire and there was also an
opportunity to answer questions that employees    had. The remaining    119
questionnaires (or 28 percent) were collected by the Personnel or Training Managers
o f the hotels and were returned by post.  In the hotels  in  Italy the research took place
simultaneously with the Employee Satisfaction Index (ESI) - the company's
employee satisfaction survey -, which also explains the large number of
questionnaires collected from the hotels in this country. Based on information
provided by the managers o f the hotels concerning the maximum available number of
employees in the categories targeted, the overall response rate, including non-usable
data is estimated to have exceeded fifty percent. Considering, however, the number of
employees, who were on sick leave or vacation leave during the employee survey, the
actual response rate is assumed to be somewhat higher. The information referring to
the research database for both the qualitative and the quantitative part is presented in
Table 5.3.

Table 5.3: Field Research: Database (usable data)
Country Collected Questionnaires Interviews

England                                     81                              15
Sweden                                                              20                                                  3
Netherlands                                                       38                                                  5
Italy 192                       13
Greece                                                                       1 3                                                        2
Portugal                             30                       2
Belgium                                                   53                                       5+1
Total: 427                        46

Among the 427 line level employees 72.8 percent are male and 26 percent are female.
Their average age is 34.3 years and their average tenure with the hotel is
approximately 7.5 years: The most frequently mentioned positions are receptionists
(32.3 percent), waiters (39.6 percent) and concierge (15 percent). The majority of
them, namely 82.2 percent, are permanent, full-time employees. Finally, regarding
educational level, 9.4 percent reported to have attained university education, 16.4
percent have attained non-university higher education, 41.5 percent have followed
further education/vocational training and 30.4 percent have attained secondary school
education or lower. Of great interest is the composition of the sample in terms of
nationality o f the respondents.  In  fact, the sample turned out to be quite multicultural,
as employees originated from forty different countries. By far the most multicultural
hotels appear to be the ones in London, where 70 percent of the respondents were
foreign nationals, followed by the hotels in Brussels, where 25.5 percent of the

5 For reasons explained later in this chapter the measurement of employees' "tenure with the hotel"
may include some measurement error. This issue is dealt with extensively in the limitations section.
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respondents were foreign. In contrast, the hotels in the southern countries (i.e. Greece,
Italy and Portugal) appear to have a more monocultural workforce, since in Greece
and Portugal all respondents were respectively Greek and Portuguese, whereas in Italy
the vast majority of respondents, namely 98 percent, were Italian.

5.5 Operationalisation and Aleasurement

In order to test the validity of the hypothesised relationships between the concepts
described in the conceptual framework, it was necessary to design a measurement
instrument, in other words to operationalise the conceptual model into a measurement
model. This section primarily addresses the need to design a new instrument for the
purpose of the present study and then describes in detail the process of the
development of the instrument, namely the "Empowerment Questionnaire". The
section also describes the process of translation of the questionnaire following the
requirements of cross-cultural research and examines the quality of the Empowerment
Questionnaire in terms of its validity and reliability.

5.5.1 The Need to Develop a New Instrument

With the exceptions of the"concepts of power distance and uncertainty avoidance,
which were measured  by the respective indexes  of the Value Survey Module  1994
(Hofstede, 1994b), the measures for the rest o f the concepts o f the research framework
were developed "from scratch" This was done for three principal reasons. First,
because a review of the empowerment literature and the hospitality management
literature in general did not yield any satisfactory measures for the concepts in
question, neither did the general management literature. The lack of a measure of
empowerment has also been recognised by Hartline and Ferrell (1999), who also
undertook research on the management of frontline employees in the hotel industry.
Second, the development of a new instrument was considered to contribute positively
to the knowledge of the field in view of Guerrier and Deery's (1998) finding that
hospitality research lacks ideas and concepts of its own. In particular, in their earlier
mentioned review of hospitality research they have found that "what authors are
primarily doing is to take ideas and concepts which have been developed in the
mainstream literature and applying them to the hospitality context" (Guerrier and
Deery, 1998: 153). And third, because the design of a new instrument would better
address the needs of cross-cultural research, so as to facilitate the translation process
and eventually ensure that concepts are understandable by individuals from different
cultural backgrounds (Brislin, 1986).

Ofcourse the need to design an instrument that would provide answers to the specific
research questions did not in principle exclude the adaptation of measures from the
mainstream literature. In fact. an extensive literature review was carried out, so as to
generate such measures  for the variables of the conceptual model. Except  for the
empirical studies on conceptually related areas that have been reviewed in the context
of the literature review of the present study (e.g. Kelley, Longfellow and Malehorn,
1996; Spreitzer, 1995; 1996; Sparrowe, 1994; 1995; Harrell, 1996), the search for
measures extended to handbooks o f measures in the social sciences (e.g. Miller,  1991;
Van Velsor and Leslie, 1991; Clark and Clark, 1990) Although the entire search did
not yield any measure that could be entirely adapted and integrated in the
Empowerment Questionnaire, eventually some were considered useful in the
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construction of new measures. The subsequent description of the questionnaire will
include detailed information about the sources that have eventually been used to
generate items - or ideas for items - for the measurement of the variables of the
conceptual framework.

5.5.2 The Empowerment Questionnaire

The development of measures for the present conceptual framework served two
fundamental goals. The first was to design an instrument entirely oriented towards
frontline hotel employees working in the departments of Front Office and Food and
Beverage. The development of the instrument followed the advice of De Vellis (1991)
to use "theory as an aid to clarity" of the concepts to be measured, and sometimes
items were directly drawn from literature on empowerment. The use of theory is
further an aid to generating a good item pool representing as much as possible "the
universe of items", which relate to the concepts under study. The second goal was to
design an instrument that would be easily translatable in a number of European
languages. For this, instrument development considered the guidelines of Brislin
(1986) for the wording of items to be used in cross-cultural research. Questionnaire
items were therefore formulated as short and as straightforward as possible, avoided
culturally loaded idioms, metaphors or expressions and mostly tried to incorporate
one concept each time.

Except for the guidelines of Brislin, the design of the instrument took into
consideration the guidelines of Converse and Presser (1986), De Vellis (1991) and
Baker (1994) for the development of survey questions and scales. Thus, the initial
pool of items for each scale consisted of at least three items and included also
redundant items, which expressed nuances in different ways. Most scales included
also negatively (reversed) formulated items«, so as to avoid response set and
"acquiescence bias" (De Vellis, 1991; Baker, 1994). During different stages in the
development of scales, the items have been reviewed by several "experts", members
of the academic staff o f the University and knowledgeable in the area of research (De
Vellis, 1991). However, this was not done in a systematic and organised manner as
recommended by De Vellis, including, for example, panels of experts rating the
relevance of the items to the concepts measured. Draft versions, as well as the final
version of the questionnaire have also been discussed with a human resource manager
of the hotel company and a student with working experience in upscale hotels. For
reasons of "economy" following an indicative ceiling of approximately fifty questions
set during preliminary discussions with managers, the questionnaire did not include a
social desirability scale or validation items for construct validation (ibid.).

Although the initial questionnaire was developed in English, it was impossible to
arrange a pilot study of the original English version of the questionnaire in a UK

6 As will be seen, almost all reversed items were eventually dropped from the analysis due to their poor
contribution to the internal consistency of the scales. Following observation and feedback from the
employees, this is most likely ascribed to respondents' confusion in answering reversed formulated
items. Many o f them re ferred to these items as "tricky" or "traps" and occasionally even asked about
the way they should reply to them. In one occasion, there was even a "disagreement" among
respondents about the "appropriate" way to respond to these items, which underlines the overall
confusion. It is possible that in answering reversed items respondents sought other interpretations of
their function, instead of merely reporting the extent of their agreement or disagreement to the
statement.
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hotel. Thus, the questionnaire was translated by the author in Greek and the pilot
study took place among 70 frontline employees of four upscale hotels of the Greek
hotel company, Grecotel. The pilot study was conducted in the area of Rethymnon in
Crete at the end of June  1999. The purpose of the pilot study was primarily to test the
reliability of the scales, as well as the relevance and understanding o f the questions.
Because the instrument tested during the pilot was translated in Greek, the results of
the reliability analysis of the initial scales mostly served in making improvements and
minor amendments and only sporadically for dropping items. Some additional items
were included in the final version of the questionnaire, so as to stay on the safe side,
with the objective o f dropping bad items only after reliability analysis was conducted
in the data collected during the main part o f the research. The "costs" o f this decision
were a lengthier questionnaire and some additional respondent's fatigue, which,
however, outweighed the risks of proceeding with an inadequately tested instrument.
0 f course the pilot also served to measure the actual completion time and to observe
the reactions of employees to the entire survey. Such reactions were also sought
through separate questions included at the end of the questionnaire. Generally,
employees reported that the questions were very relevant to the specific work context
and this was confirmed by the managers who reviewed the questionnaire. Sonic initial
reservations of many employees regarding the length of the questionnaire (12 pages)
underlined the need for a more efficient layout, so as to reduce the apparent length of
the questionnaire. Personal observation o f the heavy workload of employees in hotels
working at full occupancy also indicated the importance of a "friendly" questionnaire
design, in order to maximise employee participation and to stay within the time limit
agreed with managers for the survey. Nevertheless, completion time of the
questionnaire was within the targeted limits (approximately 15 minutes) and seemed
therefore to be within the limits agreed with management for the field research.
Interestingly, the most important finding from the pilot was the difficulty of obtaining
an adequate response rate, especially when employees were asked to complete the
questionnaire in their own time. This underlined the need for completion of the
questionnaire "on the spot" - which was repeatedly emphasised to managers during
the field research - and an additional effort to "push" managers to actively stimulate
employees to participate in the survey. This, alotig with other problems encountered
during the pilot (e.g. questionnaires given to employees in the wrong positions, lack
of clarity about the purpose of the research) further emphasised the necessity of
personal presence and coordination of the entire data collection process.

Layout and measures

The Empowerment Questionnaire consisted of three parts (Appendix B). The first part
included 63 items measuring ten variables of the conceptual model, the second
included eight (8) items measuring the indexes of power distance and uncertainty
avoidance and the third included seven socio-demographic questions. Questions in the
first part used a five-point Likert response format from "strongly disagree" to
"strongly agree", which is widely used in social sciences (De Vellis, 1991). The
specific response format was also chosen on the grounds of consistency with the
response formats  used in Hofstede's Values Survey Module 1994, which  were
incorporated in the questionnaire. The questionnaire was accompanied by a covering
letter providing information about the research with an emphasis on its international
character, its academic purpose and its independence from the hotel company. The
covering letter further made a promise to employees to provide them with a summary
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of the results of the research, which was later on indeed fulfilled. A small section with
instructions about the completion of the questionnaire was also included.

The variables o f organisational structure and selection recruitment were not measured
in the quantitative part of the research (i.e. employee survey), as it was considered that
employees were not in a position to provide this information. The alternative of
measuring these variables quantitatively on the basis of information provided by the
managers was eventually not effective either. An attempt to measure organisational
structure using the number of layers between Department Head and frontline
employees did not yield clear results, because information about the organisation of
departments in each hotel was not always consistent. For example, on certain
occasions "chef de rang" was considered as a line level position or not very different
from line level, while on others it was reported as a separate layer. Similarly, at Front
Office "Night Managers" were often reported to be under the Department Head,
however, in practice they do not seem to function as an intermediate level between
Department Heads and frontline employees, as they take over the role of the
Department Head at night. Regarding selection-recruitment the information provided
by the managers did not allow to array hotels in a quantitative manner. Although
questions on the subject of selection-recruitment were occasionally "closed" (i.e.
"yes" or "no" response options), so as to allow a quantitative analysis of the results,
lack of substantial variability in responses did not justify such analysis. Thus, the
information provided regarding selection-recruitment is dealt with only qualitatively.
A description of the variables measured in the first part of the questionnaire follows
below.

'    Sharing of information: The operational definition of this variable is the "extent to
which management shares information with employees". Following Lawler,
Mohrman and Ledford (1995: 9) "basic to employee involvement in companies is the
sharing of information about business performance, plans and goals", which help
employees to understand the broader context of the organisation. Conceptually this
variable is very close to Spreitzer's (1995; 1996) "access to information" variable.
However, the items comprising her scale have been considered to place the emphasis
on the employees' ability or willingness to access information, as opposed to the
emphasis placed in this study on management interventions. Moreover, Spreitzer
(1995: 493;  1996: 1451) included in her scales two items asking employees if they
"understood top management's vision of the organisation" and "the goals of the
organisation", which rather than measuring access to relevant information may in
practice measure employees' ability to grasp such information (emphasis by the
author). Put another way, the fact that employees may or may not understand the
organisation's mission and goals does not necessarily indicate whether access to
information is indeed provided or withheld.

The final scale consists of five items, which have an identical formulation format, so
as to clearly draw respondent's attention to the different forms of information
mentioned in each case. It is important to note that the items focus on information at
the hotel (i.e. unit) level, which is considered more relevant to frontline employees in
contrast  to in formation  at the company level.   Item   SI 1   is a modified version  o f
Spreitzer's (1995) third item of "access to information" asking subjects about their
"access to strategic information [they] need to do [their] job well" (p.493). The word
"strategic" was avoided here, because the questionnaire was addressed to employees
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at the lowest level, as opposed to Spreitzer's study, which occurred among middle
managers. A very similar item (item 26) is also included in the "Communication
Satisfaction Questionnaire" (Rubin, Palmgreen and Sypher, 1994: 119). The need to
provide frontline hotel employees with the information they need to do their job is
specifically mentioned by Clutterbuck and Kernaghan (1994: 172). Items SI3, SI4 and
SI5 were developed following the types of information that Lawler, Mohrman and
Ledford (1995) proposed as necessary for the understanding of the broad context,
namely information about the organisation's goals, its performance and competitors'
relative performance. Two items referring to information about the company goals
and performance have also been included by Spreitzer (1995: 1451) in her "access to
information" scales.  Item  SI2 was further "inspired" by items  12,   13  and  17  of the
"Communication Satisfaction Questionnaire" (Rubin, Palmgreen and Sypher, 1994:
118), which refer respectively to information about -government action affecting the
organisation", "changes in [the] organisation" and "accomplishments and/or failures
of the organisation". The term "developments" is considered to capture all the above,
as well as other changes in the working environment, which are of interest to
employees and are also argued to be necessary for the understanding of the broad
context of the organisation.

Sharing of information: Extent to which management shares information with
employees.
SIl The management o f this hotel provides me with the in formation I need to do my

Job well.
SI2 The management of this hotel provides me with information about

developments in this hotel.
SI3 The management of this hotel provides me with in formation about the goals of

this hotel.
SI4 The management of this hotel provides me with information about the

performance of this hotel.
SI5 The management of this hotel provides me with information about the position

of this hotel in relation to the competition.

Openness of communication: The operational definition of this variable is the
"extent to which communication from and towards every part of the organisation is
free". A variable "openness of communication" has also been used by Hinkin and
Tracey (1994) and Tracey and Hinkin (1996) in their research on transformational
leadership in the hotel industry. The five-item measure they used has been developed
by O'Reilly and Roberts (1976), who, however, do not include the items in their
paper. The search for an "openness of communication" scale extended also to Rubin,
Palmgreen and Sypher's (1994) sourcebook of "communication research measures",
which, however, was not fruitful beyond some "ideas" for items from the
"Communication Satisfaction Questionnaire". The scale consists of five items. Item
OC 1 was inspired by Gilmore and Carson    (1995:    314), who contend    that
"communication is about achieving the sharing of ideas, in order to contribute to the
holistic organisational viewpoint and progress". Item OC2 is a modified version of
item 20 of the "Communication Satisfaction Questionnaire" (Rubin, Palmgreen and
Sypher, 1994: 118), which asked subjects about the "extent to which [their] supervisor
listens and pays attention to [tl'tem]". Item 0(3 is inspired from a "sample item"
offered by Hinkin and Tracey (1994: 56), which is formulated: "It is easy to ask
advice  from any member  of this group". Gilmore and Carson  (1995: 300) further
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emphasise that "communication must occur not only from the top down, but also from
the bottom up and across functional areas" Item OC4 is a reversed' item relevant to
the previous item and referring to the easiness with which employees can approach
their superiors. This item was eventually dropped' from the scale as its inclusion
lowered the reliability of the scale. Finally, item OC5 is inspired from item 37 0 f the
"Communication Satisfaction Questionnaire" (Rubin, Palmgreen and Sypher, 1994:
119), which refers to "informal communication". The term "personal" was considered
to be more straightforward and comprehensible by employees.

Openness of communication: Extent to which communication from and towards
every part of the organisation is free.

OC 1     In this hotel employees are given the opportunity to express their ideas.
OC2 The supervisors and managers of this hotel are always listening to what their

subordinates have to say.
OC3   In this hotel employees are free to contact anybody about a work-related issue.
0£4   It is generally difficult to talk to the supervisors and managers of this hotel. (R)
OC5 The supervisors and managers o f this hotel emphasise personal communication

with their subordinates.

Empowerment training: This variable is operationally defined as the "extent to
which employees have been trained to master independently routine and non-routine
service situations". As no other scales were found to measure this variable, item
development occurred exclusively on the basis of the literature.

Empowerment training: Extent to which employees have been trained to master
independently routine and non-routine service situations.
ET 1      I have been trained in this hotel to carry out my job efficiently
ET2   I have been trained in this hotel to deal with customer complaints on my own.
ET3   I have been trained in this hotel to make work-related decisions on my own.
ET4  I have been sufficiently trained in this hotel to perform to the level that is

required ofme.
ET5     My training  in  this  hotel  has  been  restricted to  the  immediate tasks  of my job.

(R)

ET6   I have been trained in this hotel to communicate effectively with customers.

The scale consists of six items. Item ET 1 refers to the extent that employees have
received the necessary job-related training enabling them to function efficiently in
their position, which is "a prerequisite to empowerment [as] empowerment practices
cannot compensate for incompetence, but only operate and build on the basis of
competence" (Maxwell, 1997: 57). Item ET2 refers to the extent that employees have
been trained to deal independently with customer complaints (e.g. Hart, Heskett and
Earl Sasser,  1990: 154), which, as has been shown in Chapter 3, is at the heart o f the
notion of empowerment. Item ET3 refers to the extent that employees have been
trained to make independent decisions (Goldsmith et al., 1997: 145), whereas item
ET4 is a general statement about the extent to which employee training enables
performance according to the required standards. Item ET5 is a reversed item referring
to the extent that employees have been given training beyond the immediate tasks of

7 Reversed items are indicated with "R", which was obviously omitted from the questionnaire.
8 Items that have eventually been dropped from the scales are in Italics.
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their job, which has been eventually dropped. Lastly, item ET6 refers to training in
communication and interpersonal skills, which is generally considered an important
aspect of empowerment training (e.g. Brymer, 1991; Sparks and Bradley, 1997).

Performance-related rewards: This variable is operationally defined as the "extent
to which rewards depend on individual performance". Spreitzer (1995: 1451) uses an
equivalent "individual pay for performance" scale consisting of three items and asks
subjects "the extent to which individual pay depends on how well an individual
performed, specifically whether pay level and raises depend on performance". Items
PR2 and PR3 are slightly modified versions of Spreitzer's items, with an emphasis on
item PR2 placed on rewards, so as to cover for the possibility of incentive bonuses or
other irregular monetary awards given, for example, in the context of "employee of
the month" schemes. Item PRl refers to the extent that it is a systematic manner to
reward top performers in the hotel and reversed item PR4 refers to the determination
of pay irrelevant of the level of performance. Item PR4 has eventually been dropped
due to unsatisfactory reliability analysis results.

Performance-related rewards: Extent to which rewards depend on individual
performance.
PRl In this hotel the employees who reach high levels of performance are

systematically rewarded.
PR.2 The rewards I receive are determined according to my own performance.
PR3 The raises I receive depend on my performance.
PR4    No matter how well I perform the level of my pay remains the same.  (R)

Customer-oriented culture: The operational definition of this variable refers to the
"extent to which the organisational culture is oriented towards service quality and
customer satisfaction". The items for this measure were all drawn from the literature,
which is quite explicit in describing what constitutes a "customer-oriented" culture.

Customer-oriented culture: Extent to which the organisational culture is oriented
towards service quality and customer satisfaction.
CCl All staff of this hotel are committed to the provision of high quality service to

customers.
CC2 The satisfaction of customers is the responsibility of every employee of this

hotel.
CC3 The management of this hotel tells the employees how important the

satisfaction of every single customer is.
CC4 All staff of this hotel try hard to keep every customer satisfied.
CC5 The rules and procedures of this hotel facilitate the provision of high quality

service to customers.

Item CCl refers to the repeatedly emphasised commitment of all staff to service
quality, which is an integral part of a customer-oriented culture (e.g. Ghillyer and
Lockwood, 1994; Lewis, 1995). Item CC2 is drawn from Gr6nroos' (1990: 244)
assertion that in a customer-oriented culture "service consciousness is...a top-priority
concern in strategic as well as operational thinking and performance" for all people in
the organisation. Item CC3 refers also to a feature of customer-oriented culture

following Gronroos (1990: 245), who claims that such culture exists where "the
managers devote much of their time to developing and reinforcing the shared values",
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which promote service quality and customer satisfaction. Item CC4 has been
formulated following Sparks and Bradley (1997: 18), who argue that "perceptions that
service providers are indeed trying hard may be linked to higher levels of customer
satisfaction and service quality judgements". Finally, item CC5 was inspired again by
GrOnroos (1990: 249), who contends that "good service normally requires simplified
ways of doing things" (i.e. routines, work flows and other elements o f the operational
system), as "customers perceive [this] as better functional quality of the service".

Delegation of authority: The operational definition of this variable is the "extent of
employees' authority to function independently in their job". During item
development emphasis was placed not only on authority for independent performance
during service delivery, but also more generally in the employee's job, which in the
case of service employees is closely linked to service quality. For example, a waiter
making a decision to return a dish to the kitchen because the plate is slightly damaged,
makes a decision outside his interaction with a customer, but most certainly impacting
on customer satisfaction. Items referring to employee authority in general were drawn
from similar scales developed by Wilderom and van der Berg (1998) and Hayes
(1994), whereas items related to customer service were drawn from the literature.

Delegation of authority: Extent of employees' authority to function independently in
theirjob.
DA 1     During   the  perforniance   of  my  tasks   I   must  always  follow   the   rules  and

procedures of this  hotel.  (R)
DAZ    I am not allowed to take any initiative iii my job without the approval of my

superiors. (R)
DA3    I have the authority in my job to resolve customer complaints according to my

ownjudgement.
DA4  I have the authority to resolve work-related problems according to my own

judgement.
DA5   I have the authority to find my own solutions to customer related problems.
DA6   I have the authority to make most of the decisions required in my Job.

Item DAl is a reversed item combining two items respectively from Wilderom and
van der Berg and Hayes. The first asks the extent o f"freedom o f employees to depart
from rules and the second asks the extent to which subjects "have to follow
procedures closely in [their] job". Item DA2 is a reversed item expressing the
fundamental principle of empowerment, which promotes employee initiative without
the need for prior approval from a superior. Sternberg (1992: 69) explicitly states this
by arguing that "if an individual must have a decision approved by a superior before it
is implemented, that individual is not empowered to make that decision". A similar
item ("I do not need to get management's approval before I handle problems") is also
included in the empowerment scale of Hayes (1994: 43). Item DA3 expresses
probably the "raison d'ttre" of the notion o f empowerment iii hospitality, which is the
resolution of customer complaints according to the employee's judgement (e.g.
Brymer, 1991). Item DA4 refers in general to the resolution of work-related problems
according to the employee's judgement, which is generated from two items used by
Hayes referring also to independent handling of work-related problems.  Item DA5 is
drawn from Brymer (1991: 63) who argues that through an empowerment programme
"employees will be given more authority...to be innovative and creative". Lastly, item
DA6 refers to the extent that employees have the authority to carry out independently
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most of the decision-making that is required in their job. Items DAl  and DA2 were
eventually dropped due to unsatisfactory performance.

Empowering management style: The operational definition of this variable is the
"extent to which superiors' management style is conducive to employee empowered
behaviour"   Due to the conceptual similarity of"empowering management style" with
concepts of leadership (e.g. participative, delegation), the search for an appropriate
measure included a review of instruments on leadership styles. Several authors like
Tracey and Hinkin (1996), Durcan and Kirkbride (1994) and Go, Monachello and
Baum (1996) link, for example, transformational leadership with increased employee
initiative and broad exercise of discretion. However, Bass (1999: 13) in his extensive
evaluation of research evidence on transformational leadership concludes that "the
transactional/transformational paradigm is independent conceptually from the
concepts of directive versus participative leadership" and that "transformational
leaders can be directive or participative, authoritarian or democratic". Conceptually
relevant is also the "Self-Management Leadership Questionnaire" developed by Manz
and Sims (1987), however, the notion of empowerment as operationalised in the
present study is restricted to the authority element of employees' jobs. especially in
relation to service delivery. This idea of delegation is not included in the self-
management leader behaviours of Manz and Sims. Probably the most relevant
conceptually measure to "empowering management style" is the "Managerial
Practices Survey" of YukI,  Wall and Lepsinger (1990) and specifically the practices of
"consulting and delegating", "recognising and rewarding" and "supporting and
mentoring". These managerial practices are repeatedly emphasised in the
empowerment literature. However, the size ofthe measure (110 items), the fact that its
items or sample items were not presented and presumably the need for adapting items
to the work context of the hotel business, prevented use of this measure. Hence, the
development of items for this scale was almost entirely based on the literature.

Items EMS 1  and EMS2 intend to measure the often quoted trust in employees' ability
and judgement to make decisions on their own (e.g. Sternberg, 1992; Goldsmith et al.,
1997). Item EMS3 measures superior's encouragement of employees to engage in
independent decision-making (Hope and Muhlemann, 1998), which is also measured
by a reversed item (EMS4). Item EMS5 measures the extent to which superiors
delegate responsibility to their subordinates (Brymer, 1991) and item EMS6 refers to
the often mentioned guidance that superiors must give to employees in the context of
empowerment (e.g. Grtinroos, 1990). Item EMS7 is a slightly modified item used by
Wilderom and van der Berg (1998) referring to the recommended managerial attitude
towards mistakes, which is also stressed in hospitality literature (e.g. Carlzon, 1987;
Brymer, 1991). The issue of mistake tolerance is also referred to by  item  EMS 13  and
the reversed item EMS 14. Items EMS8 and EMS9 measure the necessary support and
backing of employee decisions (Baldacchino, 1995). Item EMS 10 intends to measure
the extent to which managers "impart a greater sense of trust and confidence in the
ability of the front line staffto make suitable decisions" (Goldsmith et al., 1997: 145).
Finally, items EMS 11 and EMS 12 refer to the extent that managers "recognise and
praise those employees who have demonstrated exemplary judgement" (Brymer,
1991: 67). Items   EMS4   and   EMS 14 were eventually dropped   from the scale.
Noteworthy is the formulation of the items of this scale, which refer to employees'
"superiors in general". This was considered important considering the organisation of
work in the specific context, in which it is quite common for employees to work under
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various superiors (e.g. Front Office Manager, Assistant Managers, Duty Managers,
shift leaders).

Empowering management style: Extent to which superiors' management style is
conducive to employee empowered behaviour.
EMS 1 My superiors in general trust my ability to make decisions in my job.
EMS2 My superiors in general trust me to handle customer problems on my own.
EMS3 My superiors in general encourage me to handle customer problems

according to my own judgement.
EMS4 My superiors in general have instructed me to consult first with Rent

before I take any initiative in my job. (R)
EMS5 My superiors in general delegate a lot of responsibility to me.
EMS6 My superiors in general give me guidance about how to handle customer

problems.
EMS7 I often talk with my superiors about mistakes I have made in order to learn

from them.
EMS8 My superiors in general support the decisions I make in my job.
EMS9 My superiors in general support the decisions I make in my job, even if

they do not agree with them.
EMS 10 My superiors in general make me feel confident about my ability to resolve

customer problems on my own.
EMS 11 My superiors in general offer me the recognition I deserve.
EMS 12 My superiors praise me every time I take a successful initiative in my Job.
EMS 13 "Mistakes are part of the job", that is what my superiors always tell me.
EMS 1 4      My superiors  in general do not tolerate mistakes.  (R)

Empowered behaviour: The dependent variable of the conceptual framework is
operationally defined as the "extent to which employees make independent decisions
and take initiatives enhancing service quality and customer satisfaction". The closest
available measure to this variable is the scale developed by Kelley, Longfellow and
Malehorn (1996) for the measurement of creative discretion, from which two items
(EB 1  and  EB 10) were adapted  with the necessary modifications'.  For the rest, items
were generated on the basis of theory. Items EB2, EB9 and item EB4 (reversed) are
modified versions of the equivalent items in the "delegation of authority" scale (DA2
and  DA 1)  and  item EB3 refers to the extent that employees make independent
decisions in their job.  Item EB5 refers to the often mentioned "complaint ownership"
(e.g. Brymer, 1991: 65; Woods and King, 1996: 66), which requires action from
employees who receive a complaint irrespective of their position or the area to which
the complaint is related. Item EB6 refers to literature's encouragement to
"
empowered" employees to bend the rules of the organisation for the sake of customer

satisfaction (Hart, Heskett and Earl Sasser, 1990). Item EB7 intends to measure the
extent to which employees make any kind of financial concessions to customers,
which is an often-suggested way for customer complaint and problem resolution in
empowerment theory (e.g. Evans, Clark and Knutson, 1996: 59; Sternberg, 1992: 70).
Finally, item EB8 refers to the creativity that empowered employees should exercise

9 The original items were formulated as follows: item CD5: "When problems arise in my job I try to
develop ways on my own to solve the problem" and item CD3: "I f necessary. I will go beyond what is
expected of me to get the job done" (Kelley, Longfellow and Malehorn, 1996:  155).
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for the satisfaction of customers (e.g. Lewis,  1995). A similar item'o is also included
in the "creative discretion" scale of Kelley, Longfellow and Malehorn (1996). Due to
unsatisfactory performance items EB 1, EB2, EB4 and EB9 were eventually dropped.

Empowered behaviour: Extent to which employees make independent decisions and
take initiatives enhancing service quality and customer satisfaction.
EBI When  problems  arise  in  my job 1 create my own ways  to solve them.

EB2 I   ask  for  my  superiors'   approval   before   I   take  an   initiative  to   resolve   a

customer complaint. (R)
EB3 I rely on my own judgement to make most of the decisions required in my

job.
EB4 During the performance of my tasks I always follow the rules and procedures

of this hotel. (R)
EB5 I often take action to resolve a customer problem, even i f this problem is not

directly related to my area o f responsibility.
EB6 When possible, 1 bend the rules of the hotel, in order to please customers.
EB7 If necessary, I make financial concessions to customers (for example, make

small adjustments in their bills, offer them complimentary drinks or meals,
small gifts etc.) in order to deal with a customer complaint or problem.

EB8 In general, I come up with creative ways to please customers.

EB9 I  ask for  my superiors '  approval  before  I  make  a  decision  to  resolve a  work-

related problem. (R)
EB 10      1  often take initiatives beyond  what is expected  of  me in order to please

customers.

The questionnaire included two additional scales measuring respectively "clarity of
authority" and "satisfaction with rewards". Both were developed in relation to
respectively the variables of "delegation of authority" and "performance-related
rewards", however, they were both eventually dropped from the main research model
for conceptual reasons. The "clarity o f authority" scale included items  18, 34,54 and
59 of the Empowerment Questionnaire (Appendix B), which have not been used in
any analysis. The "satisfaction with rewards" scale was eventually used to provide
some interesting descriptive statistics and is presented below.

Satisfaction with rewards: Extent to which employees are satisfied with the rewards
they receive.
SRl   I am generally satisfied with the "reward package" that this hotel offers me.
SR2    Considering the quality of work that I produce I should be better rewarded. (R)
SR3  I am generally satisfied with the way that this hotel rewards the efforts I do in

my job.

As already mentioned, the second part of the questionnaire comprised the four-item
indexes of power distance and uncertainty avoidance, which were adapted from the
Values Survey Module   1994 following written permission   from the Institute   for
Research on Intercultural Cooperation (IRIC). The original response options, from
66strongly agree" to "strongly disagree", were reversed so as to be consistent with the
response format used in the first part of the questionnaire. For the calculation of the

" The item (CD 1) is formulated as follows: "I use creativity to complete my job tasks when possible"
(ibid.).
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indexes the values of the items using the specific format were recoded. An additional
adjustment was erroneously made to the response options offered for two power
distance items, as is shown in Appendix B, instead of the original response options
from  "o f utmost importance' to "of minimum importance"  used  in  the  VSM  1994.
This adjustment was made with the intention of creating a measurement scale with
equal intervals including a neutral midpoint. The order of the response options has
been reversed, so as to be consistent with the rest of the questionnaire (i.e. generally
higher values for "positive" perceptions). This adjustment is likely to have affected
the results of the power distance scores, which, as can be seen in Table 5.5, are
markedly different from those found in the IBM research and generally very low.
Although these results may also be attributed to substantive conceptual considerations
pertaining to the nature of work in hotels, as will be discussed later in this chapter, the
power distance scores cannot be used to draw any meaningful conclusions about the
cultural values of the populations under study.

The third part of the questionnaire included seven questions measuring the control
variables of the conceptual model and respondent's nationality, which was used to
determine his or her cultural origin. Information on employees' gender, age and
nationality was gathered through a direct question. Further, respotidents were offered
three response options to specify their position in the hotel, namely "receptionist/front
desk clerk", "waiter" and "luggage porter", which were the main categories of
employees targeted by the research. Employees were also asked to specify the highest
educational level that they had attained among four response options, namely
"university", "higher non-university education", "further education/vocational
training" and "secondary school"  As the instrument was designed for use in a variety
of countries, these broad educational levels were deducted from two publications of
the European Commission on the education systems in the member states of the
European Union (EC, 1995a; 1995b). Eventually, the specific educational categories
in each country were decided in consultation with the translators. Employees' type of
employment was measured with a direct question offering four response options,
namely "permanent, full-time", "permanent, part-time", "temporary, full-time" and
"temporary, part-time". In all questions offering response options an additional option
"other" was offered to allow for the possibility that respondents were not covered by
the available response options. Lastly, employee experience was measured with a
direct question about employees' tenure with the company. although due to some
complications of this question surfaced during the survey, the question was eventually
used to measure employees' tenure with the hotel. The problem with the specific
question and the remedial action taken to resolve it are described in detail later on in
this chapter.

5.5.3 Translation

As the employee survey would be conducted in a number of countries, it was
considered vital to translate the research instrument in a number of languages. In total
the questionnaire was translated into Greek, Dutch, French, Italian and Portuguese. In
Sweden, the original English version of the questionnaire was used, despite the fact
that the use of English questionnaires is discouraged as a rule in cross-cultural
research (Drenth and Groenendijk, 1998). Nevertheless, practical restrictions (inability
to find "suitable" native Swedish speakers, time and financial considerations, small
sample size in Sweden) along with the assurance of the Swedish manager regarding
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the fluency in English of the employees in Sweden  led to this decision. Indeed, during
the employee survey in Sweden respondents did not report any difficulty with the
English language and also verified their complete understanding of the questions.

The first step in the translation process was the design of a translatable questionnaire,
following the earlier mentioned guidelines of Brislin (1986). Questionnaire items
were therefore formulated as simple and straightforward as possible, so as to facilitate
translators and subsequently respondents in the understanding of questions. As the
initial version of the questionnaire needed to be translated into Greek for the
requirements of the pilot-study, the "decentring method" (Berry et al., 1992; Drenth
and Groenendijk, 1998) was also employed, which occasionally resulted in
modifications in the original wording and concepts used. This process could not be
followed for the rest of the languages, as the translation process in all cases occurred
after the field research was already in progress. The methodology for the translation
followed the "back-translation" procedure (Ronen and Shenkar, 1985; Brislin, 1986)
with one native speaker translating from English to the target language and a second
native speaker back-translating from the target language to English. All translators
were members of the academic staff of Tilburg University and fluent in English.
Being themselves researchers in related fields (i.e. social sciences) they were familiar
with the context of the questionnaire to be translated and foremost with the

'     requirements of the translation of a research instrument. Fluency in both source and
target language and knowledge of the context of the material to be translated is
considered a crucial factor for the quality of the translation (Hofstede,  1984). Upon
completion of translation and back-translation, a session for the discussion of the
translated items was held with the participation of the author, which resulted in the
final translation of the research instrument. This session turned out to be extremely
crucial, as it was observed that back-translated items often matched the original ones,
when items were translated literally. The back-translation method was not used for the
translation into Greek, which was done directly by the author. The translation was,
however, discussed with a fourth-year Greek psychology student. Translation in
Greek included also the items o f the  VSM 1994, which  are not available in the Greek
language, whereas for the rest of the cases the translations were available from IRIC.
Upon completion of the translation process the questionnaires were sent to the
managers of the hotels and in one case (French version) this resulted in improvements
of the translated questionnaire. In general, comments from both managers and
employees regarding the comprehension of the questions were very favourable.

5.5.4 Scale Validity and Reliability

The quality o f scales is generally determined on the basis of two criteria, specifically
their validity and their reliability. Validity refers to the extent that a particular measure
is measuring what it intends to measure (Baker, 1994) and "concerns the crucial
relationship between concepts and indicator" (Carmines and Zeller, 1979: 12).
Reliability on the other hand refers to the extent that a measure is consistent in
yielding the same results on repeated measurements (ibid.).

With reference to the issue of validity in general, it is important to stress that in strict
terms "one does not assess the validity of an indicator but rather the use to which it is
being put" (Carmines and Zeller, 19979: 12). This underlines the validity of the
developed measures, which are specific to the present study and therefore do not

134



Research Design and Methodology

compromise the answer to the research questions, in contrast to what may hold for
researches adapting already existing measures. For example, Hartline and Ferrell
(1999) have conducted research in the hotel industry in order to examine, among
others, the relationship between frontline employee behavioural responses and three
formal managerial control mechanisms, including empowerment. They have
operationalised empowerment as "the extent to which managers allow employees to
use their own initiative and judgement in performing their jobs" (p.234), which is
what in the present study has been ascribed to the descriptive term "empowering
management style". As they could not find a measure o f empowerment at the time of
their study, they adapted the "tolerance o f freedom" scale from the LBDQ XII, "which
measures the degree to which managers encourage initiative, give employees freedom,
and trust employees to use their judgement" (ibid.). By doing so, however, they
inevitably compromised the content validity of their measurement, since they have
omitted important dimensions of the concept, which are consistently emphasised in
the empowerment literature. They omitted, in particular, manager's "confidence in the
ability of employees  to make decisions" (EMS 10), "support of employee decisions"
(EMS8 and EMS9), "mistake tolerance" (EMS 13 and EMS 14), "recognition and
praise" (EMS 1 1  and  12) and finally "coaching and guidance" (EMS6 and EMS7). The
measure lacks further any orientation towards the delivery of service to customers,
which is the most fundamental element of empowerment in the context of services
and hospitality and on which Hartline and Ferrell themselves build their theoretical
argumentation. Such explicit orientation of the measures towards the employee-
customer interface was considered crucial in the present study, as it is here that
empowerment of employees beconies problematic. Because mistakes, poor decisions
or unwise initiatives during service delivery have often an irrevocable cost on service
quality and customer satisfaction. which managers in the hotel business cannot afford.
Hence, even managers, who may generally "empower" their employees in the
performance of their tasks, may be more control-oriented when it comes, for example,
to customer-complaint resolution. This was indeed a main finding of the study on
empowerment in the Amsterdam hotels (Hales and Klidas, 1998). Specifically, the
study confirmed "the overwhelming impression to be gained from the literature...that
empowerment entails some additional employee 'choice' at the margins  of their jobs,
rather than any substantial increase in employee 'voice"' Cp.93), especially when it
comes to decision-making during guest service (emphasis by the author). There,
employee autonomy "was limited in scope because it was confined to technical
choices about how to react to guest complaints/problems, rather than permitting
proactive choices about how guest service might be offered, improved and problems
prevented" (p.92).

Table 5.4: Final scales and alpha coefficients
Scale No of items Starwood NL study'

Empowered behaviour                       7 .66 .68

Sharing of information                              5 .84 82

Openness of communication                       4 .71 .69

Empowerment training                                5 .77 86
Performance-related rewards                3 .73 74
Satisfaction with rewards                       3 .63 Not used
Customer oriented culture                           5 .64 69

Delegation of authority                                   4                             .81                              .85
Empowering management style                12 .86 Not used
a Source: Hoksbergen, 2001
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The second criterion to evaluate the quality of a scale is "reliability" , which is simply
defined as "the degree to which a procedure for measuring produces similar outcomes
when it is repeated" (Baker, 1994: 127). By far the most widely used reliability
estimate is given by Cronbach's alpha coefficient (Carmines and Zeller, 1979), which
is defined as "the proportion of a scale's total variance that is attributable to a
common source, presumably the true score of a latent variable underlying the items"

(De Vellis, 1991: 27). The alpha coefficients of the scales used in the present study
are provided in the third column of Table 5.4. The fourth column reports the alpha
coefficients of the scales, which have been used in the context of a replicate study
conducted in 12 mid-scale and upscale hotels in the Netherlands (Hoksbergen, 2001).

With regard to what constitutes a satisfactory level of alpha there seem to be
considerable differences among methodologists. Carmines and Zeller (1979), for
example, propose as a general rule a minimum level of .80, although they refer to
widely used scales. Nunnally (in De Vellis, 1991) suggests a value of .70 as the
lowest acceptable level for alpha, although De Vellis observes that "it is not unusual
to see published scales with lower alphas" (p.85). He further provides his "personal
comfort" for various levels of alpha for research scales as follows:

Below .60 : Unacceptable
Between .60 and .65 : Undesirable
Between .65 and .70 : Minimally acceptable
Between .70 and .80 : Respectable
Between .80 and .90 :  Very good
Much above .90 : One should consider shortening the scale (too

many redundant items)

As it turns out from the values of alpha coefficient, three scales (i.e. "sharing of
information", "delegation of authority" and "empowering management style) have a
very good level of alpha, three (i.e. "openness of communication", "empowerment
training" and "performance-related rewards") have a respectable level of alpha and
one (i.e. "empowered behaviour") reaches the minimally acceptable level of alpha.
The scales of "customer-oriented culture" and "satisfaction with rewards" fall in the
"undesirable" range, but the latter, as already mentioned, was for conceptual reasons
only used to provide descriptive statistics. Very similar are the alphas found in
Hoksbergen's replicate study, which, however, used the Dutch version of the
questionnaire.

5.6 Problems, Remedies and Limitations

In evaluating the results and findings of the present study it is important to take into
account its limitations, which are examined in this section. The first limitation relates
to the calculation of the power distance scores, which yielded inconsistent results
compared to the IBM study. The second concerns the composition of the collected
data, which inevitably led to a change in the data analysis strategy. The third
limitation is related to the research rationale and in particular to the extent that hotels
of a single hotel company represent indeed comparable samples. The fourth limitation
concerns the measurement of employees' tenure with the hotel, which despite its
ostensible simplicity turned out to be quite problematic. And finally, a fifth potential
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limitation of this study is concerned with the use of the "sel f-report method" for the
collection of data for the quantitative part of the research.

Aleasurement of power distance

As has already been mentioned, the Empowerment Questionnaire also measured the
indexes of power distance (PDI) and uncertainty avoidance (UAI) for each country.
These have been calculated according to the formulas that Hofstede (1994b) has
developed and are presented in Table 5.5. In order to facilitate comparison, the scores
and ranks of the countries in the original IBM study are presented next to the scores
and ranks of the countries, as calculated in the present study.

Table 5.5: PDI and UAI scores for Starwood and IBM study'
Country N (min) PDI Scores (rank) UAI Scores (rank)

Starwood IBM Starwood IBM
England              36               19 (4) 35 (6) 56 (6) 35 (6)
Sweden              20               27 (2) 31 (7) 40 (7) 29 (7)
Netherlands        41             11 (6) 38 (5) 68 (5) 53 (5)

Italy 191 13(5) 50 (4) 89 (4) 75 (4)
Greece                        15                        39 (1) 60 (3) 119 (1) 112(1)
Portugal              30               10 (7) 63 (2) 90 (3) 104 (2)

Belgium              44               23 (3) 65 (1) 92 (2) 94 (3)
'     The calculation of the scores for each country takes into account only employees originating from
and working in that country. All hierarchical levels are included.

Table 5.5 reveals that the UAI scores and ranks of the countries for the Stanvood
sample are well in line with the respective scores and ranks o f the countries found in
the IBM research. The only small difference concerns the ranks of Belgium and
Portugal, which rank respectively second and third in the Starwood study, as opposed
to third and second in the IBM study. As shown in Table 5.6, the UAI results do not
change significantly when controlling for gender", which was considered necessary as
the Starwood sample consists of a higher percentage of male respondents. However,
in both tables the results concerning the PDI scores and ranks of the countries in the
Starwood sample are inconsistent with the ones calculated in the context of the IBM
study. Not only are the scores considerably lower for all the countries, but also the
ranks of the countries are different, even i f we exclude Greece and Sweden, were the
number of respondents is respectively below and exactly the minimum required
according to Hofstede (1994b)

Table 5.6: PDI and UAI scores for Starwood sample controlled for gender
Country PDI (rank) UAI (rank)

Gender Controlled Original Gender Controlled Original
England 15 (5) 19 (4) 50 (6) 56 (6)
Sweden 26 (2) 27 (2) 42 (7) 40 (7)
Netherlands 7 (6) 11 (6) 68 (5) 68 (5)
Italy 17 (4) 13 (5) 95 (3) 89 (4)
Greece 41(1) 39 (1) 121 (1) 119(1)
Podugal 6 (7) 10 (7) 94 (4) 90 (3)

Belgium 22 (3) 23 (3) 97 (2) 92 (2)

" Control for gender occurs by calculating for each item (per country) separately the means of males
and females and dividing them with 2.
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As is shown in Table 5.7, the source of the problem for the unexpected power distance
scores lies on the extremely low mean scores and the low variation of two power
distance items. The items respectively asked respondents to rate the importanceti of
having "a good working relationship with [their] direct superior" and of being
"consulted by [their] direct superior in his/her decisions". As it was mentioned earlier,
an adjustment was made to the response options of these two items, which is probably
the culprit for these results". Had the original response options been used, many
respondents would presumably be "pushed" to score higher on the particular items' 4
Another reason potentially accounting for the lack of variation may also be the fact
that only two questions were included under the particular response options. Had
more items been included (e.g. items measuring the rest of the dimensions o f national
culture), it is possible that the variability in responses niight increase.

Table 5.7: Mean scores (on 5-point scale) and variation on two Power Distance items
Item Country Min. value Max. value Mean St. deviation

England                                 1                           3 1.44 0.56-C

2·  '  Sweden                    1                 2 1.20 0.41
ig-&3 Netherlands                    1                      2 1.30 0.46
  .3  2           Italy                                              1                                5 1.43 0.78
-OBS Greece                 1             2 1.20 0.41
8 3  E            Portugal                                     1                               2 1.26 0.440 2:5

Belgium                                      1                               2 1.22 0.42
England                  1                3 1.69 0.71

A.S   Sweden                          1                      3 1.85 0.81
.0 6- 0

F.0:0 Netherlands                    1                      3 1.67 0.57

-1 §.-§    Italy                 1           5 1.79 0.87
C co - Greece                 1             3 1.80 0.77
8 g E           Portugal                                1                            3 1.61 0.67
2 :6 k       Belgium                      1                  3 1.61 0.65

Although the adjustment to the response options makes the results generally
unreliable, the total lack of variation in the particular items remains remarkable and
may not be entirely attributed to the response options. As De Vellis (1991: 69)
observes, "most respondents do not focus very much attention on subtleties of
language, but merely regard any reasonable response option in the centre o f the range
as a midpoint irrespective of its precise wording" (De Vellis, 1991: 69). 1 f the lack of
variation in the two items is less of a technical matter, a conceptual explanation needs
to be found. Such an explanation - and indeed a very plausible one - may be found in
the nature of work in the hotel business and especially in the two departments under
study. In particular, the organisation of work in both the departments of Front Office
and Food and Beverage demands a significant amount of teamwork taking place with
superiors and subordinates working closely together on a routine basis and therefore
being in constant interaction with each other". It is therefore not surprising that

'2 The lower the \-alue. the more important a statement is for a respondent. (As mentioned earlier, the
order of the response options was changed, but the values were subsequently recoded, so as to enable
the calculation of the formulas.)
„ This is also the opinion of Geert Hofstede, who has reviewed the response patterns m the specific
items.
14 The response options in the VSM  1994 are:  1 = of utmost iniportance, 2= very important. 3= of
moderate importance, 4= of little importance, 5- of very little or no importance.
15 As was also observed. in times of high hotel occupancy or high workload, supervisors in the
reception desk routinely carry out tasks, such as check-in, check-out, etc., just as line level
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employees invariably consider it very important to have "a good working relationship
with their direct superiors", who are simultaneously their co-workers. Similarly,
considering the high intensity of the working relationship between superiors and
subordinates, it is to be anticipated that employees also perceive it very important to
"be consulted by their direct superiors in their decisions" In fact, the importance of
teamwork was repeatedly emphasised in the interviews with the managers. In any
case, the limitation in relation to the present study is that the PDI scores and ranks
found here cannot be used to draw valid conclusions.

Sample composition

An important limitation of the quantitative part of the research concerns the limited
number of respondents per country, which does not allow statistical analysis at the
country level. As it appears from Table 5.3, such analysis would in principle be
meaningful only for Italy, where the number of respondents reaches almost two
hundred. For the rest of the countries the sample size is too low to produce any kind
of (meaningful) statistical analysis at the country level. Even the sample generated
from the hotels in England, which exceeds one hundred respondents, is not sufficient,
because of the large proportion of foreign employees included, which amounts to 70
percent. It should be remembered that, since one o f the objectives o f the research was
to examine cultural differences among countries, it would not be appropriate to
consider foreign nationals employed in these countries as representatives of the local
culture. This limitation was anticipated from the moment that it was decided to
involve only one hotel company, as it was known that in some countries the
representation of the company would be restricted to a few properties. As with all
hotel companies examined in terms of their representation in EU countries, this was
also the case with Starwood, which was represented in several countries (e.g. Sweden,
Greece, Portugal) with only one city-centre hotel. In order to overcome this inherent
limitation of the research design, it was decided that if samples from one or more
countries were small, these would be combined in cultural clusters according to the
taxonomy provided earlier in this chapter. Unfortunately, the final composition o f the
sample also prevented this alternative.

In order to fulfil the objective o f examining cultural differences, a sensible alternative
was to divide the sample in north/west and south/east European countries and
examine the differences between north and south. A distinction between a north/west
and a south/east cultural cluster in Europe is indeed supported in cross-cultural
theories (Ronen and Shenkar, 1985; Leeds, Kirkbride and Durcan, 1994) and was also
uncovered in Hofstede's IBM study. The distinction between north/west and
south/east Europe16 is especially clear in relation to the dimensions o f power distance
and uncertainty avoidance, which are of interest to the present study. The same
distinction was also uncovered in the more recent study conducted in the context of
the GLOBE project and was apparent for most of the identified cultural dimensions,
including power distance and uncertainty avoidance (Koopman, Den Hartog, Konrad
et al., 1999). Leeds, Kirkbride and Durcan (1994: 25) provide a general description of
these two clusters:

receptionists. Interestingly, in the questionnaire many supervisors identified themselves to the relevant
question firstly as "receptionists" adding, usually in parenthesis, "supervisor"
16 Thereafter referred to as north and south Europe.
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"General labels associated with large parts of Northern Europe are:
Protestantism and Puritanism: harsh or cool climates linked to ideas of
struggle and activity; patriarchal attitudes. centrifugal tendencies: autonomy
and  voluntarism:   producing   things   and   commercial   activities...Southern
Europe, iii co,itrast, is associated with: Catholicism (except in Greece): a
warm clii,zate: w,ith eniphasis placed on artistic activities, enjoyment or the

'quality of life' or on 'being' or consuming rather than  'doing' or producing.
Less individualism prevails since people depend more on each other as a
result of centripetal forces and matriarchal attitudes. Extended families are
more important and also private  networks  offriends  and associates"

This distinction between north and south is deeply rooted in history. Southern
countries share their common existence for many centuries under the rule of the
Roman Empire, while the Germanic part of Europe (i.e. north) remained mostly
independent from the Roman Empire and was in fact divided into small tribal groups
under local lords (Hofstede, 1991). Therefore, splitting the sample into north and
south Europe is culturally plausible. England, Sweden and the Netherlands are
classified clearly in the northern European cluster, while Portugal, Italy and Greece
are classified in the southern one. However, the clustering of Belgium is considerably
more problematic, primarily because it comprises of two distinct cultural groups", the
French-speaking Wallonia and the Dutch-speaking Flanders, and secondly because
geographically it is located in central Europe.

According to Hofstede the cultural positioning of Belgium is clearly in southern
Europe. In all the dimensions o f national culture, except for individualism, Belgium is
positioned clearly far from the northern countries and, strikingly, also apart from
neighbouring Netherlands (Hofstede. 1991). Hofstede (1984: 230) has actually
demonstrated that even the Dutch-speaking part of Belgium is culturally closer to the
French culture than to the Dutch culture by comparing the scores in the IBM data of
the two cultural groups with the respective scores of France and the Netherlands. With                            
the exception of individualism, where both France and the Netherlands score anyway                         
quite individualist, the scores of the Dutch-speaking Belgians in the rest of the
dimensions were clearly closer to France and quite distant from the Netherlands.
Striking was further the finding that "no two countries in the [IBM] data with a            4
common border and a common language are so far culturally apart, according to the
[IBM] indices, as Belgium and the Netherlands" (Hofstede, 1984: 228). Hofstede
attributes the differences between Belgium and the Netherlands to the fact that
Romans conquered Belgium, but not the Netherlands (Hodgetts, 1993). He explains
the common French culture of the two language areas of Belgium "by the fact that
since Belgium split  from the Netherlands  in 1831, French  was the language  o f
government, the upper classes and secondary and higher education  for more than  100
years. The emancipation movement of the Dutch-speaking majority in Belgium
gained momentum only in the 1950s" (Hofstede,  1984: 230). Finally, he cautions any
attempt to perceive the Belgians and the Dutch as culturally similar, which has also
caused trouble to the "companies that have combined Belgium and the Netherlands in
terms of management" (Hodgetts, 1993: 55).

I 7 A small part of the population of Belgium is also German speaking.
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As the questionnaire used in Belgium had taken into account the presence of two
cultural groups, it is possible also for the present study to calculate the power distance
and uncertainty avoidance scores separately for the Dutch-speaking and French-
speaking Belgians. The distinction of the two groups has been made on the basis of
their reported mother tongue, which was asked directly in the questionnaire used in
Belgium. Table 5.8 presents the results o f these calculations and compares the scores
with those of the Netherlands and Italy, as a representative country of the Latin
European cluster. The comparison of the uncertainty avoidance scores" shows that
not only are Dutch-speaking Belgians very close to their French-speaking
countrymen, but they are actually more distant from their Dutch neighbours than
French-speaking Belgians. Both groups are in terms of uncertainty avoidance very
close to Italy, which further reinforces the clustering of Belgium in southern Europe.

Table 5.8: PDI and UAI scores for Dutch- and French-speaking Belgians
Dutch-speaking a French-speaking b Netherlands Italy

PDI                    26                           20                          11                      13
UAI                    94                           84                         68                     89

a   N=19
b    Minimum N=23

The clustering of Belgium with the southern countries is also supported by other
studies. For example, in their review of clustering studies Ronen and Shenkar (1985)
have found that the most consistent members of the commonly found Latin European
cluster were France and Belgium. They further add that "when Spain, Italy and
Portugal were included in a study, they also  fell  into this group" (p.450).  In one of the
studies reviewed (i.e. Griffeth et al.) Greece was also included in the same cluster
(ibid.). Lindell and Arvonen (1997: 85) in their study on the Nordic management style
found "that there is a significant difference in management behaviour among
managers from the Nordic countries [and] the Latin-European countries", which
included Belgium and France. They have identified this difference in the higher
centralisation of power in Latin-European organisations and the more authoritarian
character of Latin-European managers who "have the knowledge and make the
decisions" (p.82).

In conclusion, the distinction between north and south Europe, with Belgium clustered
in the south Europe sample, is a plausible alternative for the purpose o f this study.  In
order to also ensure that the comparison ofthe two samples yields cultural differences,
only the employees originating from and working in these clusters have been included
in the measurement. This means that the samples include also nationals of countries
that did not participate in the research, as long as they could be culturally clustered in
either north or south Europe. Table 5.9 shows how the various (European)
nationalities have been clustered in the two samples. The classification of individuals
in the two clusters has been done on the basis of the taxonomy developed by Ronen
and Shenkar (1985) and the scores of their country oforigin on Hofstede's dimensions
of power distance and uncertainty avoidance. Respondents having a nationality other
than the ones presented in Table 5.9 have not been taken into consideration when
comparing the differences between the two samples. It is lastly important to
emphasise that the composition  of the sample requires that hypotheses  10a to  llc be
tested more loosely, since the two broad samples of north and south Europe are less

'= As earlier mentioned, the power distance scores found in this study are not reliable.
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homogenous than would be the case with samples from each country or from more
rigid cultural clusters.

Table 5.9: Clustering of European nationalities of research sample.
Clusters Nationalities

South/East Europe Italian, Greek, Portuguese, Spanish, Croatian, Belgian, French, Turkish

North/West Dutch, English, Swedish, German, Finnish, Swiss, Austrian, Danish,
Europe Scottish, Irish

Sample homogeneity

The issue of sample homogeneity as a result of the selection of a single company is
considerably more complicated, when it comes to comparing properties of a single
hotel company, which are distinct in nature compared to the subsidiaries of a
multinational company like IBM. While subsidiaries of IBM have clear patterns of
ownership and operation linking them directly to the parent company, in the case of
hotel "subsidiaries", the link is less strong.  In the hotel industry patterns of ownership
and operation are quite complicated and often hotels are managed by one hotel
company, while being owned by another. This is related to the nature of hotel
operations, which is typified by the massive capital investment that the construction of
a hotel unit demands (Jones and Lockwood, 1989), especially in the upscale and
luxury sector. As a consequence, the transnational expansion of major hotel
companies in recent decades required alternatives to direct financing of the
construction or acquisition of hotel properties, of which the most popular are
franchising and management contracting (Tse and West, 1992). The former involves
licensing a hotel owner to operate a property or properties under the name and entire
business formula of the franchiser (Watson and Litteljohn, 1992). In management
contracting a hotel owner makes a contract with a hotel management company to
operate its hotel(s) (ibid.). Both these strategies allow for a considerably more rapid
growth, than would  be  the  case   i f the company constructed or acquired hotel
properties and have in practice been adopted by most of the international hotel chains,
such as Marriott, Hilton International, Hyatt and Sheraton, which is the company of
interest here (Tse and West, 1992). A second implication of the massive capital
investment associated with the ownership of hotel properties, is that unlike
subsidiaries of multinational companies in other industries hotel units rarely close
down, but instead are sold to other hotel companies. Evidently this may be decided for
strategic and operational reasons, but it may quite often be instigated, as is the case in
the real-estate business, by the increase of a property's value. Interestingly, Ernest
Henderson, the founder of Sheraton, has created his empire by systematically reaping
the benefits of the increasing value of his real estate, which is illustrated in the fact
that he has bought and sold several hotels up to four times (Lundberg, 1979).

The result of such practices is that hotel properties tend to develop a unique identity
and culture founded on their own history and their affiliation to a hotel company
merely becomes a part of their history. A characteristic example is Hotel Grande
Bretagne in Athens, which has been operating for more than a century, but only
during the last few years has been affiliated to Sheraton. In research terms this means
that the question of sample homogeneity with respect to organisational culture is not
as clear-cut as in the case o f IBM. However, this limitation should not undervalue the
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homogenising effect that the affiliation of a hotel to a multinational hotel chain has on
the unit's culture. Managers selected centrally are usually appointed in key
management positions in the hotels, corporate management strategies and
programmes run through all affiliated hotels and management practices at the unit
level are progressively aligned to the corporate philosophy. A good example in the
present study was the corporate quality initiative "Progress through People", which
was repeatedly mentioned by all managers in all hotels, whether in the north or in the
south. In any case, the comparison between north and south occurs certainly between
more homogeneous samples, compared to the occasion that the samples included
hotels from different companies. As can be seen in Table 5.2 both samples include
hotels from the Sheraton brand, as well as luxury hotels and airport hotels and there is
therefore no specific characteristic. which distinguishes the hotel sample in the north
from that in the south.

Measurement of employee tenure with the hotel

Another limitation of the present study concerns the measurement of employees'
"tenure with the hotel". which turned out to be quite problematic. The initial intention
was to measure employees' tenure with the company, so as to account for individuals
who have had working experience in other properties o f the same company, as is often
the case in international hotel chains. Therefore, the original question asked
employees how long they had been working for Sheraton". However, as soon as the
employee survey began, it turned out that employees working for hotels which were
purchased initially by ITT Sheraton and then by Starwood, were not able to recall the
exact time of the transition to the new company. Initially respondents were instructed
to complete in the relevant question the years that they had been working for the hotel,
with the intention to establishing the years working in the company based on the dates
of the transition to the new company. As soon as the problem became obvious
employees were given this instruction at the same time that they were given the
questionnaire. This solution was also appropriate to resolve a second problem that was
identified with the specific question. In particular, employees working for the
Sheraton brand were likely to perceive the question as asking the time of employment
in the specific hotel, as opposed to employees working for the Luxury Collection who
would obviously perceive the question as asking the time of their employment in the
company. As the measurement of employees' tenure with the company became
problematic, it was decided to eventually measure employees "tenure with the hotel",
which was the way employees were instructed to perceive the question. The decision
to shift the focus of the question became furthermore more meaningful as it was
realised that very few employees had working experience in other properties of the
company. At the same time many employees had working experience with the hotel
much earlier than the advent of Starwood and often that of Sheraton.

In spite of the immediate identification of the problem, employees who completed the
questionnaire at their own time might have not received this instruction and may
therefore have reported their tenure with the company. Among these the total number
of respondents eventually included in the sample used for the regression analysis in

Although the acquisition of Sheraton from Starwood had already been finalised at the time of the
questionnaire design, the company was obviously still in a transitional phase. It was decided then to
re fer to the company as "Sheraton". instead o f"Starwood",  which was presumed to be more
identifiable among employees.
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Chapter 7 was 77 employees. in this group, no employees are included from Belgium,
Portugal and the Netherlands and only 2 from Sweden. Additionally, 10
questionnaires received from Greece are also "error free". as the Greek version o f the
questionnaire specifically asked the tenure with the hotelm. Therefore the problem
may exist for 13 questionnaires from England and 52 from Italy. For those
questionnaires it is also believed that the possibility of measurement error is
minimised, as the problem with the specific questions was specifically emphasised to
the managers who were in charge to collect these questionnaireslt. In order to control
for the possibility of measurement error in the specific question, it is possible to
compare the average reported tenure of employees who completed the questionnaire
on   site   (and were given the speci fic instruction  by the author) and those   who
completed the questionnaire in their own time. Table 5.10 presents the results of this
comparison for the total sample and for the sample iii Italy, which includes most of
the questionnaires received by post. In order to make the comparison meaningful all
employees who answered to the particular question are included. As shown in Table
5.10 the differences between the groups compared are in both cases very small, which
suggests that the possibility of measurement error of employee tenure with the hotel is
minimised. In order to further reduce the possibility o f measurement error the variable
was not entered in the regression analysis as a continuous variable, but by four tenure
categories. The first "tenure category" was set for employees working in the hotel "up

llto  18 months", which includes employees considered more or less as inexperienced--.
The second tenure category  was  set for employees working  in the hotel between  19
and 5 years. the third for employees working in the hotel between five and ten years
and the fourth for employees with tenure longer than ten years.

Table 5.10: Average employee teriure with the hotel in years for employees who
completed the questionnaire on site and those who completed it at their own time

Total sample Italy

N              M (sd)               N               M (sd)
Completed on site 285 7.13 (7.85)       99       8.75 (7.00)
Completed in own time 106 7.30 (7.16)       69       8.54 (7.32)

The limitations of the self-report method

A final limitation specific to the quantitative part of the present study is the collection
of data on all variables of the model Using the self-report method. This method was
not only selected because it "is practical and easy to use" (Hoogervorst, 1997: 230),
but also on the basis of conceptual considerations. As has been substantiated in
Chapters 2 and 3 the conceptual framework does not merely focus on the content of
the various management interventions argued to lead to empowered behaviour, "but
on the way that these are perceived by individual employees" Hoogervorst (1997:

 " Although it was generally decided not to change the formulation of the specific question while the
employee survey was in progress, in Greece this was considered necessary to prevent confusion due to
new changes in the ownership structure of the hotel at the ti me.
21 Quite often this instruction w·as also given directly to eniployees by the author. For example, to
employees who did show up to the training room, but asked to complete the questionnaire at their own
time, because of their heavy workload.
-- The extent to which employees are considered experienced is country-specific. In England, for
example, due the high labour turnover, managers often perceive experienced employees those who
have completed approximately half a year of employment. It was mentioned once that some
"ambitious" employees may e,·en ask for promotion at that time.
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231)    contends that "reality is...not 'ontologically' given, but socially    and
interpretationally constructed. . . rendering the question about objective reality  as
meaningless in as far as it negates the presence of observing, inquiring, and
interpreting subjects". Therefore, "organisational aspects as seen from the perspective
of organisational members themselves are relevant [and] self-report methods
acknowledge this aspect" (ibid.). In short, the use of the self-report method is
fundamental, if the research hypotheses are to be answered in any substantive sense.

Despite the wide use of the self-report method iii various research applications
(Hoogervorst,  1997), the method has received a lot of criticism regarding its validity.
Two basic problems are identified here. The first is the problem of "percept-percept
inflation", which basically involves an artificial elevation of measures of covariation
inflating correlations between variables (Crampton and Wagner, 1994). One potential
cause for such inflation relevant to the present study, concerns the possibility that
"respondents answering conceptually different but semantically synonymous
questionnaire items...attempt to provide logically consistent, synonymous answersI

(ibid.: 67). The second concerns the possibility of data contamination from social
desirability bias, which is "the tendency of respondents to provide socially desirable
answers" (Fisher and Katz, 2000: 105). Social desirability bias may attenuate, inflate
or moderate variable relationships and is the most studied form of response bias in
social sciences affecting, among others, self-reported behaviours (ibid.). The problem
of social desirability may further be imminent in cross-cultural research, as "in some
cultures the tendency to give socially desirable answers because of upbringing and
tradition is stronger than in other cultures" (Drenth and Groenendijk, 1998: 137).

Regarding the problem of "percept-percept inflation" Crampton and Wagner (1994)
undertook an extensive meta-analytic study of published correlations in the areas of
organisational behaviour and human resource management with the objective of
assessing the degree to which self-report methods produce percept-percept inflation.
The results of their analysis showed that indeed self-report methods "are capable of
producing small but statistically significant amounts of percept-percept inflation in
micro-organisational research" (p. 69), although this finding did not invariably hold
for all subject areas investigated. For example, areas such as job involvement, pay and
benefits and organisational culture, which are also relevant to the subjects dealt with
in the present study, appeared to be "relatively free of effect-size inflation" (p.73). On
the contrary, other areas not relevant to this study, such as personality, ability,
turnover intentions to mention a few, appeared "especially susceptible to inflationary
effects (ibid.). Crampton and Wagner further note that between these two extremes
lies  a wide range  o f areas,  "in  each of these.. .percept-percept in flation is neither
dominant nor absent" (ibid.). Of interest to the present study is also their "failure" to
find evidence suggesting that item similarity might lie beneath the discovered
inflation in their analyses. The authors concluded that their findings "challenge the
validity of general condemnation of self-report methods". Evidently, the findings of
the study of Crampton and Wagner do not liberate the present study from the
possibility of percept-percept inflation in the relationships examined. although they
certainly do question that this is inevitably the case. Moreover, they Suggest that the
possibility is minimised considering the nature of the subjects under investigation and
even if relationships are inflated, the problem may not be as great as assumed by
critics o f sel f-report methods.
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Regarding the serious issue of data contamination due to social desirability bias, it is
first interesting to review the conditions that "tend to enhance the possibility of
response bias". Following a review o f relevant published research o f King and Bruner
(2000: 94) such conditions include: "research designs that incorporate self-report
measures; investigations involving highly sensitive constructs (i.e. topics that are
personal or socially sensitive); situations in which subject anonymity is compromised;
and instances when subjects anticipate responses will result in normatively influenced
or evaluative consequences". Except for the first condition, which obviously holds for
the present study, the rest three are fairly unlikely to have fostered socially desirable
responses. Primarily, the issues investigated in this study are not in any way "highly
sensitive constructs", neither from a personal, nor from a social perspective. Secondly,
the entire design of the employee survey took the issue of response anonymity
extremely seriously, not only in order to prevent undesirable influences on employee
responses, but foremost for ethical considerations. Where responses were collected
personally by the researcher anonymity was guaranteed. In order to also reassure
respondents of the confidentiality of their responses, the author personally presented
himself and his research, while a personal business card was also put on the table next
to the questionnaire, in order to inform respondents of the author's identity and the
research context. Additionally it was orally communicated (and stressed) that the
research had an academic nature and was independent of the hotel company. The
purpose and context of the research and the anonymity and confidentiality of
responses were also emphasised in the covering letter (Appendix B). According to
King and Bruner, strategies for maximisation of subject anonymity help mitigate data
contamination from social desirability bias. For the questionnaires returned to the
author by postll, employees were given the questionnaire along with a university
envelope and were asked to complete it and return it sealed in the envelope. This
obviously happened in many cases by using managers as "intermediaries", who were
asked to hand in and subsequently collect the questionnaires.  If this process threatened
the anonymity of the responses and indeed urged employees to provide socially
desirable responses, the mean scores for employees who did not hand the
questionnaire directly to the author should be inflated compared to those of
respondents who did so. Table 5.11 shows that this is hardly the case, as for all
variables an ANOVA test demonstrates that the differences between the two groups
are not statistically significant. Although this does not rule out the possibility of social
desirability bias, there are no grounds to argue that such bias could be caused as a
result of a situation "compromising" the anonymity and confidentiality of the
responses. Finally, the possibility that subjects might anticipate any kind of
"evaluative consequences" on the basis o f their responses is not plausible, considering
the emphasis placed on the academic purpose of the employee survey, which was also
explained in person to the majority o f respondents.

King and Bruner (2000) finally note that the susceptibility of data to contamination
from social desirability bias is also dependent upon the population under study. For
example, it has been suggested that "social influence decreases with age" and
therefore older individuals may be less prone to provide socially desirable responses
(ibid.). To the extent that this is true for age or for other factors, such as educational

23 This category includes generally questionnaires not handed directly to the researcher from the
respondent.
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level or tenure with the hotel, the problem of social desirability is resolved by using
these variables as statistical controls, which will actually be the case in this study.

Table 5.11: Mean scores (on 5-point scale) of responses returned by post and those
collected on site

Measures Collected on site a Collected by post b
Culture 3.86 3.93
Delegation of authority 3.20 3.29
Empowered behaviour 3.55 3.42

Empowering management style 3.20 3.26
Openness of communication 3.26 3.21
Performance related rewards 2.52 2.69

Sharing of information 3.22 3.11
Training 3.19 3.31

Satisfaction with rewards 2.46 2.46
a    Minimum N=296
b    Minimum N=112

In addition to the above considerations Hoogervorst (1997: 231) also points out that
the self-report method "can potentially be more reliable when multiple respondents
are used", since different error sources, including acquiescence bias and social
desirability are averaged out. Hoogervorst further contends that self-report methods
are more reliable when they do not induce self-diagnosis, but instead involve
evaluations of the performance or behaviours of others. Although this was an
interesting idea for the design especially of the "empowered behaviour" scale, it was
not eventually put in practice to prevent misinterpretation of the research purpose on
the part o f employees.

In conclusion, the use of the self-report method for the measurement of all variables
of the conceptual model is from a rigid methodological perspective susceptible to the
possibility of spurious relationships as a result of either "percept-percept inflation" or
social desirability bias. Despite the earlier described considerations and the systematic
concern of the research design to mitigate especially the influence of social
desirability bias, certainty about the absence of some sort of bias or data
contamination cannot be expressed. Adversely, certainty about the presence of such
data contamination cannot be expressed either, at least exclusively on the basis of the
use of the self-report method. Nevertheless, the reliance on the self-report method
without the safeguard of statistical control (i.e. by using a social desirability bias
measure) is a limitation of the research design and requires caution during the
interpretation of the research results. An aid to the valid interpretation o f these results
will also be offered by the information generated in the qualitative part of the
research, which will be called forth to assign meaning to the uncovered relationships.

5.7 Organisation of Research Findings

· Having established the research methodology, the following two chapters deal with
the findings of the research. Chapter 6 will primarily present the findings of the
qualitative research, which mainly derive from the information provided during the
interviews with the managers of the hotels. Presenting the qualitative analysis first
facilitates the understanding of the broad context in which the research was
conducted. This is also necessary to enable the interpretation of the results of the
quantitative analysis on the basis of employees' broader working environment.
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Chapter 6 will also attempt a cross-national comparison, which will help to answer
one of the main research questions concerning the implications of applying
empowerment in the international, cross-cultural context. Chapter 7 will exclusively
deal with the quantitative analysis of the data collected during the employee survey.
The principal objective of this analysis will be to test the validity of the research
hypotheses, which will shed light to the factors that influence the implementation of
empowerment in practice. The analysis will also examine the extent that significant
differences exist in the empowerment process between countries in the north and
those in the south of Europe, which will therefore help to answer the question
regarding the cultural relativity of empowerment. The study will extract  from both the
findings of qualitative and quantitative analysis in order to draw its conclusions,
which will be presented in the final chapter.
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THE EMPOWERMENT PROCESS IN PRACTICE: A CROSS-NATIONAL
COMPARISON

6.1 Introduction

This chapter presents the outcomes of the qualitative part of the research, which are
principally derived from the information generated from the 46 interviews conducted
with the managers of the participating hotels and the company Head Office. Where
appropriate, the information provided by managers is enriched with some descriptive
statistics from the employee survey, so as to contrast managers' with employees'
perspectives'. As the issues dealt with in the qualitative part of the research were
similar to the issues touched upon in the quantitative part, the information provided
will be organised following the pattern of the conceptual research framework. The
following section (Section 6.2) provides the information related to the elements
constituting an "empowering organisation". Section 6.3 will present the information
about the human resources practices in each country and, in particular, selection
recruitment, training and the availability of performance-related rewards. Section 6.4
primarily addresses the meaning of the notion of "employee empowerment" as
perceived by managers and the importance that they attribute to the notion for the
hotel industry. The section further includes a cross-national comparison of the extent
to which managers empower the frontline employees in each department and, if so,
the form that empowerment takes in practice. Section 6.5 evaluates the extent to
which managers in each country lead their subordinates by an "empowering"
management style and Section 6.6 assesses the extent to which frontline employees in
each country exercise empowered behaviour during the delivery of service to
customers. Section 6.7 draws on managers' experience in managing a multi-cultural
workforce to discuss the implications of national culture differences in the way
employees from different cultures are managed. This section also discusses the extent
to which such cultural differences impact upon the empowerment process in practice.
Finally, Section 6.8 draws some preliminary conclusions regarding the reported
differences in the empowerment process among the countries under study.

6.2 Empowering Organisation

This section begins with a description of the company mission and goals and an
evaluation of the extent to which the company is oriented towards quality and
customer satisfaction. It then provides information regarding the extent and forms of
employee involvement and assesses in that context organisational communication and
the extent and types o f in formation shared with frontline employees in each country.

' In some countries (i.e. Greece, Sweden, Portugal) descriptive statistics are drawn from a small sample
ofemployees and therefore their interpretation requires caution. (In the case of Greece and Sweden
samples are drawn almost entirely from the department of Front Office.) It is considered, however,
important to include these in the analysis, as information even from these restricted samples does
contribute to the understanding of the broad picture. The standard deviation is further provided as an
aid to the interpretation o f mean scores.

149



Chapter 6

6.2.1 Company Mission and Quality Orientation

In line with corporate information, managers in all interviews consistently reported
that the company mission is "to be the leader in every category in which we do

"business Occasionally, managers also mentioned that the hotel's mission was to
"exceed customers' expectations every time" and "to identify, attract, motivate,
reward and retain the best talent in the hospitality business". The goal of attracting
and retaining the best employees in the hospitality business was often mentioned as
the specific mission o f the hotels' human resource departments and as the company's
human resource strategy.

The major quality initiative of the company is the quality improvement programme
"Progress through People", which aims at providing customer-driven service quality
by continuously improving processes on the basis of facts and data and through the
involvement of all members of the organisation. Progress through People occurs
through four basic phases. During the first phase, at the end of each year the
management teams of the hotels analyse the available data, provided among others by
the Guest Service Index (GSI) - the company's guest satisfaction survey - and the
Employee Satisfaction Index (ESI). On the basis of these data the management teams

identify the main areas of improvement and set a respective number of specific
objectives for the next year. During the second phase, "Progress teams" are formed to
work  on each objective according  to a prescribed  "step  by step" procedure  by
identifying the problematic areas of existing processes. Progress teams consist of
members from different hierarchical levels and different departments of the hotel and
certainly from employees at the line level, who are in direct contact with external and
internal customers on a daily basis and are therefore very familiar with the
problematic areas. Each Progress team has a team leader and is "sponsored" by a
member of the management team, who monitors the whole process and ensures that
the team will have the authorisation and the resources necessary to fulfil its mission.
As soon as Progress teams are formed employees are trained for two days on the
"principles of quality", on the various stages and the basic rules of the quality
improvement process, on their responsibilities and on the "tools" at hand to be used in
the context of Progress (e.g. brainstorming, fishbone technique). During the third
phase the teams investigate the designated area of improvement and strive to develop
new processes, which  at the fourth phase  will be implemented  in the property
depending on their feasibility. "Progress through People" was repeatedly mentioned
during all interviews with the managers of the hotels and this underlines not only the
importance given to the programme, but also its impact on the entire operation of the
hotels. Interestingly, such a fact-based approach to management seems to be one of
the founding principles of Sheraton, which was preached in Henderson's "Sheraton
Ten Commandments". Specifically commandment 9 stated: "Thou shalt make
decisions based on facts, calculation and knowledge, not on a vague feeling"
(Lundberg, 1979: 338).

Following a number of advocates o f empowerment such involvement of all personnel
in the quality improvement process is already considered as a distinctive form of
empowerment. For example, it may be argued that Progress through People in
substance represents what Gandz and Bird (1996: 384) identify as "process
empowerment", by which "employees, usually through work groups, gain
opportunities to affect the design of organisational processes themselves". The
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"underlying notion of "process empowerment   is that management "delegates to these
units [i.e. teams] authority in specified areas related to both problem solving, agenda

setting and contracting that had previously been exercised by centralised personnel"
(ibid.). Similarly, Ford and Fottler (1995: 24-25) would probably consider Progress as
"participatory empowerment", by which work groups "are given some decision-
making involvement in both job content and job context [through] problem
identification, alternative search and recommending the best alternative". Although
the process in the context of Progress teams appears to be fairly prescribed and is
monitored by a member of the management team (i.e. "sponsor"), the teams do have a
considerable degree of flexibility and independence in accomplishing their designated
objectives.

More recently a new company programme has been developed, called "Star", which is
a "follow-up" programme to Progress. The aim of "Star" is to train members of the
Progress teams in using the company's intranet, Hot Spot, in order to search for best
practices developed and implemented by Progress teams in other hotels. As Progress
through People has been running in the company for several years, Star was
considered important in order to prevent Progress teams from working on problems
that have already been dealt with effectively by other teams in other properties. If such
search yields indeed best practices in the area of concern, the Progress team is then
assigned the task to implement these practices in their own hotel by making the
necessary amendments to them according to the needs oftheir organisation.

Table 6.1: Frontline employee perceptions of organisation's customer orientation per
country (mean scores on 5-point scale)

Country N (min) Customer-oriented culture Std. deviation
England                            80 4.03 .56

Sweden                                      20 3.82 .64

Netherlands                                38 4.08 .58

Italy 188 3.77 .71

Greece                                             13 4.15 .42
Portugal                               30 3.87 .57

Belgium                             52 3.87 .65

The reported strong orientation of Starwood to quality and customer satisfaction is
further confirmed by employee perceptions. Table  6.1   shows that employees  in  all
countries have quite positive perceptions of the customer orientation of the hotels. In
particular, employees generally verify the importance that management places on the
satisfaction of every single customer and they perceive that the rules and procedures
of their hotels facilitate the provision of high quality service to customers. They
further confirm the collective alignment towards the goal of quality and customer
satisfaction by agreeing with the statement that the satisfaction of customers is the
responsibility of every employee in their hotel. Finally, they certify the commitment
of all personnel to the provision of high quality service to customers and their
collective diligence in keeping every customer satisfied. The low value of the standard
deviation for the mean scores in every country further suggests that such positive
perceptions of the customer-orientation of the organisational culture reflect the
consensus rather than a balance of opposing views.

The evident strong orientation of all hotels towards service quality and customer
satisfaction is consistent with expectations considering the fact that the hotels of the
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sample are upscale and luxury properties. The commitment of Starwood to quality and
the involvement of all the company's human resources in the quality initiative reveal
an environment where empowerment of employees in general  and of customer-contact
employees in particular would be mostly needed and expected to be found.

6.2.2 Employee Involvement

As previously mentioned, Progress is a major formal process stimulating - and
facilitating - employee involvement in organisational life. Of interest is the fact that
the improvement teams formed in the context of Progress consist of members from a
variety of departments and not only from the department that is mostly concerned
with the area to be improved. This not only gives employees the opportunity to
become involved in their department, but in the entire organisation and helps them
gain a broader perspective of the hotel's operations. It also stimulates inter-
departmental cooperation both directly, because employees from different
departments work together in the same team, and indirectly, because they learn to
function as members of an organisation consisting of various departments, which are
inter-dependent and aligned towards a common goal. Moreover, "bringing together
representatives from different parts or levels of an organisation helps to break down
departmental and status barriers" (Hales, 1993: 130).

In general, managers stated that their organisation encourages employee involvement
and provided for this a range of other formal and informal ways of stimulating and
facilitating such involvement beyond Progress. The most frequently mentioned form
of employee involvement was through their participation in the departmental
meetings, which gives employees the opportunity to become informed of the
developments in their department and the hotel in general. During departmental
meetings employees also have the opportunity to contribute ideas, express their
opinion, report problems or other issues of concern to them and occasionally even
participate in the decisions affecting the organisation of work. These meetings appear
to be more structured, regular and formal in England, the Netherlands, Greece and
Sweden, whereas in the rest of the countries there appears to be a more mixed picture,
which varies between hotels and sometimes also between the departments o f the same
hotel. In Italy many managers expressed an overall "cultural" preference for less
formal meetings taking place depending on circumstances. Besides the departmental
meetings, in most o f the hotels some sort o f informal team briefing takes place daily,
in most cases during the change of shifts. Managers in England also mentioned a
"Quarterly Staff Meeting", with the participation of the entire personnel, where the
General Manager would personally provide them with all relevant information about
the hotel's operation and performance. An "all-employee meeting" was also
mentioned in Sweden.

Another form of employee involvement is the opportunity given to employees to
contribute their suggestions and ideas. This is what Bowen and Lawler (1992) call
"suggestion involvement", which they further identify as a form of employee
empowerment. In England and in Sweden such involvement is also put in effect
through a formal suggestion scheme. In particular, employees have the opportunity to
report to management their ideas by completing '7 have  an idea..." cards and report to
management comments or ideas received from guests by completing "A guest said to
me..." cards. Management in the hotels in England reported stimulating employees in
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using these cards and occasionally also with special events, which are organised for
that purpose. In one such occasion a so-called "smile party" was organised, in which
all employees were invited to have a drink, but for every drink except the first
complimentary one, they would have to pay with a completed "idea card". The cards
are regularly collected and evaluated by management and good ideas are
implemented, whereas for those that are not implemented, employees receive
feedback from management. In the rest of the countries all managers said that they
welcomed and encouraged employee suggestions and ideas, however, they did not
report any formal procedure or scheme developed for this purpose, except for a
suggestion box mentioned on one occasion in Belgium. 1n these countries employees
are welcome to express their ideas during departmental meetings or informally by
talking personally to the manager.

A very important means of employee involvement is of course the Employee
Satisfaction Index (ESI), the company-wide survey among the personnel. Through the
ESI all employees at all levels have the opportunity to report the extent of their
satisfaction with a range of issues related to their working environment and they are
also given the opportunity to make any other comments that they consider necessary.
The results of the ESI are then discussed among the managers and personnel in each
department during special feedback sessions that are organised for that purpose and
many managers emphasised the importance of these meetings. Without them
employees would not be stimulated to participate in the ESI, since they would not be
informed of its outcome and of the impact of their contribution in organisational
developments.

In most of the hotels managers also reported encouraging employee participation in
decisions affecting the organization of work and the work process, except of course
when they have to implement a company policy. They occasionally give "special"
assignments to employees, for which the latter assume full responsibility, such as the
selection of uniforms or the reorganization of the wine collar. In Italy it was once
mentioned that employees had been asked to design a new reception desk and the best
"architectural work" would be chosen. Managers generally considered the input of
their employees very important, as they are the ones "dealing with the customers on a
day-to-day basis.   so they know exactly what the guests want, what the guests need"
However, in the hotels in the north it seems that this input is stimulated mostly
through formal processes, whereas in the south there is a possibility to provide this
input mostly informally. In England it was also mentioned that thorough training is an
additional formal process stimulating employee involvement and participation in
decision-making, as it offers employees an insight to the main operational
departments of the hotel and thus helps them to "make the best judgement when they
need to". This view seems to reflect precisely the arguments of Hart, Heskett and Earl
Sasser (1990: 154), who contend that "a worker who understands the entire service
delivery process is more likely to understand the interconnectedness of the system  and
find a quick solution [to a problem occurring during service delivery]". The above
described high involvement environment favours empowerment of employees in
general, because it stimulates individuals to assume a more active, rather than passive,

role (Spreitzer, 1996)

The extent of employee involvement can also be evaluated by considering the extent
to which information is shared with employees at the lowest level. The devolution of
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information was said to occur through both traditional channels, such as memos,
notice boards, newsletters and meetings, and new technology, notably the Internet.
Through the company's intranet, "Hot Spot", employees have access to extensive
information about the company, as well as their hotel and they can communicate with
managers also via "cc-mail", the company's internal e-mail system. Employees have
access to Hot Spot via terminals installed in most cases in the hotel's canteen. Access
to Hot Spot and communication via cc-mail was mentioned in most of the hotels in all
countries, although from the information available it appears that employees at the
line level have access to it mostly in the northern countries (including Belgium).

Table 6.2: Availability of information to frontline employees per country
Country Company Company Company Unit results Competition

plans & goals developments results
England ++ ++           +          ++          +
Sweden ++ ++         -- ++ +-
Netherlands ++            +          ++          +          ++
Italy ++ (FO) ++ (FO)            -               + -               -- (F&B) - (F&B)
Greece ++ ++                 - - ++ ++

Podugal ++ ++ +- - -
(FO)

++

++ (F&B)
Belgium ++ ++ +- ++ (FO) +-

- - (F&B)
Key: yes (++), mostly yes (+), not always (+ -), mostly no (-), no (- -)

Table 6.2 presents the extent to which various types o f information are made available
to frontline employees according to what the managers have reported during the
interviews. According to Table 6.2 employees in all countries have access to
information concerning the company's business plans and goals, as well as to major
developments in the company. Managers in England and in the Netherlands also
reported providing information concerning the overall operating results of Starwood,
which is not, however, the case for Sweden, Italy and Greece. In Belgium and
Portugal the picture is ambiguous with some managers reporting that such information
is devolved to employees and others reporting the opposite. Managers in Sweden,
England, the Netherlands and Greece further reported giving information about the
hotel's overall operating results, with the rest of the countries presenting again a rather
ambiguous picture. In Italy half of the managers reported that this information is
shared with employees, whilst the other half reported the opposite, nevertheless it
appears that employees do have to some extent access to such information through the
unions, which by law receive this information. In Belgium this information was
reported to be available to employees working in Front Office, but not to those
working in Food and Beverage, whereas in Portugal it was said to be the other way
around. Finally, managers in England, the Netherlands, Greece and Portugal claimed
to provide employees with information about the competition, while the picture in
Sweden and Belgium appears to be ambiguous. In Italy it was in most cases reported
that employees would not be receiving such information. It should be stated, however,
that even in the cases that some sort of information (e.g. results, competition) is not
systematically made available to employees, many managers emphasised that they
would have no objection sharing it with employees who might express interest.
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Table 6.3: Frontline employee perceptions of sharing of information per country
(mean scores on 5-point scale)

Country N Operational Hotel Hotel Hotel Competitive
(min) developments goals petorrnance position

England            80 3.64 3.57 3.91 3.72 3.20

(0.94) (0.93) (0.90) (0.96) (1.08)
Sweden               20 2.85 2.95 3.45 3.05 2.65

(1.04) (1.00) (0.69) (1.23) (0.99)
Netherlands         38 3.79 3.63 3.53 3.55 3.34

(0.84) (1.00) (0.83) (1.01) (1.10)

Italy 190 3.17 2.85 3.03 2.95 2.66

(1.21) (1.26) (1.28) (1.21) (1.28)
Greece 13' 3.77 3.46 3.67 3.23 3.38

(0.93) (1.20) (1.37) (1.01) (0.96)
Portugal            30 3.17 3.27 3.27 3.20 2.93

(0.91) (0.78) (0.83) (1.13) (1.20)
Belgium            53 3.09 3.32 3.57 3.60 2.60

(1.23) (1.05) (0.93) (1.01) (1.20)
a     In Greece for "hotel goals" N=12.
b Standard deviations are in parenthesis.

The picture described by managers is supported by Table 6.3, which presents the
mean scores of employees to five items of the "sharing o f in formation" scale included
in the survey questionnaire2. Generally, employees in the Netherlands. England and
Greece report receiving more information compared to their colleagues in the rest of
the countries, which is fairly consistent to what managers stated in the interviews.
Employees in Portugal and Belgium also report receiving a substantial amount of
information, with the exception of information related to the competition, which
somewhat contradicts managers' reports. Employees in Sweden report being more
informed about hotel developments and goals and unit performance, but score quite
low regarding information about the competition and operational information.
Employees in Italy report receiving rather limited information about hotel
developments, its performance and its position in relation to the competition, but are
more positive concerning information about hotel goals and operational information.
It should be noted that employees overall score positively, which is consistent with
the impression given by the interviews that a large amount of information is indeed
made available to employees.

Along with the formal channels, the distribution of information takes place also
informally through personal communication. Managers in Italy, Greece and Portugal
stressed that communication in their hotels is predominantly informal. In the northern
countries - and somewhat less in Belgium - management offers many formal
channels of communication, but there again, managers emphasised that their door is
always open to employees for work-related or other issues. More interesting here are
the perceptions of the employees themselves regarding the openness of
communication in their working environment. The mean scores of employees in all
items measuring "openness o f communication" are presented in Table 6.4. According
to employees communication is perceived to be rather open in England, Greece and
the Netherlands and to a lesser degree, but clearly towards the positive extreme, m
Belgium. In these countries employees perceive being generally given the opportunity
to express their ideas, which especially for the first three countries is not so surprising

2 It is noted that the questions used in the survey questionnaire were slightly different from the ones
posed to managers.
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considering the earlier mentioned formal channels offered to employees to contribute
with suggestions and ideas. They also feel free to contact anybody in the hotel about a
work-related problem and they perceive positively their communication with their
superiors, who seek personal communication with their subordinates and indeed listen
to "what they have to say". Lower, but still towards the positive extreme lie the scores
of employees in Sweden, whereas employees in Italy express marginally positive
perceptions. Finally, in Portugal employees are generally neutral about the openness
ofcommunication.

Table 6.4: Frontline employee perceptions of openness of communication per country
(mean scores on 5-point scale)

Country N (min) Openness of communication Std. deviation
England                            81 3.58 .64

Sweden                          19                        3.14                           .61
Netherlands                       38 3.51 .50

Italy 190 3.06                       .91
Greece                     13 3.54 .85

Portugal                           29 3.00 .64
Belgium                            53 3.33 .73

6.3 Empowering Human Resources Practices

This section presents the information that managers provided on the human resources
practices regarding selection-recruitment, training and remuneration. As it was not
possible to arrange an interview with the human resources manager in every hotel, the
picture in some countries may be rather incomplete and some policies or processes
may have been omitted even though they were present in the hotels. This may hold
especially for Greece, Portugal and the Netherlands.

6.3.1 Selection-recruitment

The importance that the company gives to the process o f selection-recruitment is best
reflected in the earlier mentioned company vision "to attract the best and brightest
employees". Indeed, managers in all countries consider the process of selection-
recruitment extremely important in the fulfilment of this vision. As one manager
argued, the effectiveness of the process of selection-recruitment "shapes at the end of
the day the level of service that the hotel provides to its customers". In all the hotels in
all countries, the department heads said they are working closely with the Human
Resources department in order to determine the needs in personnel and subsequently
to find the most efficient way to attract candidates. In most hotels, the initial screening
of candidates  is  done  by the Human Resources department  on the basis  of job  and
candidate profiles, which have been discussed in cooperation with the managers of the
departments. Candidates will usually go through an interview with the Human
Resource Manager and when they are considered suitable for the position, they will go
through a final interview with the head of the department. What varies, however,
among countries are the sources from which potential recruits are attracted, the
processes through which the latter are evaluated and the specific criteria on which
managers base their evaluation.

As far as recruitment sources are concerned, hotels in England use a large variety of
sources to satisfy their recruitment needs. whereas their potential pool of recruits
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extends to the international labour market, as long as candidates are eligible to work
in the UK. The hotels issue a weekly "vacancy list", which is published internally and
is distributed to company properties in the UK and Scandinavia. Subsequently,
vacancies are also entered in the "careers opportunity bank", which is accessible
internationally via Hot Spot. The hotels' policy is to satisfy recruitment needs from
within the company and internal candidates are always given priority compared to
external ones. If necessary, the hotels will advertise first locally and then nationally
and occasionally they may even use some recruitment consultants or agencies in order

"to fill vacancies. In addition, hotels are "looking at some of the finer hotel schools
within the UK and internationally and may also make use of the numerous
spontaneous job applications, which are kept in the computer system. The hotels in
central London also have a "friends and family" policy, which is an incentive scheme
encouraging current employees to introduce friends or members of their family as
potential candidates for jobs within the hotel. If the proposed candidate is indeed hired
and as soon as he or she completes six months of employment with the hotel, the
employee that introduced  him  or her receives 150 pounds  as a reward. In general,
referral programmes are a recruitment approach considered to contribute to lower
labour turnover, which further benefits the organisation through the reduction of
advertising and recruiting fees (Bonn and Fort,ringer, 1992). Considering the
information provided, the specific hotels in England employ a wider range of
recruitment sources compared to what is described by other studies in the UK (e.g.
Kelliher and Johnson, 1997).

A similar process was reported in Sweden, with vacancies published first internally
and within UK and Finland and subsequently in the careers opportunity bank
published internationally via Hot Spot. Unlike the hotels in England, however, the
hotel in Stockholm was said to benefit from the high unemployment rate in the
Swedish hotel sector. The hotel, therefore, can easily fill vacancies by placing an
advertisement in a newspaper or at the unemployment agency or simply by using the
numerous spontaneous job applications, which are kept in an "active" file for a period
of twelve months. In Belgium a similar process is followed, but with a principal focus
on the national level. Vacancies are again published internally and occasionally
internationally through Hot Spot. When external advertising is necessary, this will
generally be done locally. The hotels also maintain contacts with hotel schools
nationally and internationally, with the focus in the latter case being on nationals of
the European Union, who are eligible to work in Belgium. In Italy, selection-
recruitment of employees was reported to occur primarily from the Italian labour
market, which is sufficient to cover the recruitment needs of the hotels. Indeed,
according to the results of the employee survey in Italy the vast majority of the
respondents were Italian nationals. The hotels in Italy look for candidates among the
numerous spontaneous job applications, whereas contacts are maintained with hotel
schools nationally, as well as internationally. Depending on the recruitment needs, the
hotels may occasionally make use of recruitment agencies, as was the case during the
re-opening following renovation of one of the company properties in Rome.

Candidate evaluation through the job interview also varies between countries. In
Sweden, for example, it was reported that candidates are usually interviewed
simultaneously by the Human Resources Manager and the head o f the department, as
opposed to two separate interviews conducted in the rest of the hotels. For the hotels
in central London, the interviews were reported to take place centrally by a
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recruitment team, which conducts the initial interview of candidates for all three
central London hotels. The job interviews were in most cases reported to be
"unstructured" and "unstandardised", with the exception of Italy, where it was
mentioned that the interviews are "normally" of a structured and standardised form.
Occasionally it was said that guidelines and optional forms for interviews are
available and the Head Office provided an example of such form. In Belgium, it was
also reported that managers occasionally go through training for interviewing skills.

Regarding the usefulness of structured interviews, managers in most cases emphasised
the need to adjust the interview to each candidate and to give him or her the
opportunity to expand during the discussion. Many managers stated that they also
prefer to seek the reactions of candidates on specific work situation scenarios, in order
to evaluate their judgement, whereas others set systematically a range of questions,
which, in their view, helps them make an accurate evaluation of the candidate. This
connotes, however, a fairly subjective and intuitive approach to the interview process,
as opposed to an objective and carefully planned approach, which is advocated in the
literature (Mill, 1989; Bonn and Forbringer, 1992). Unstructured interviews have
further been demonstrated to be inferior to structured interviews in terms of their
validity in predicting successful candidates (Terpstra and Rozell, 1993). The need for
structured interviews was indeed recognised by one manager, who argued that
interviews should be more structured, in order to ensure "that the managers
interviewing in the various properties will be looking to recruit the same kind of
person and the same kind of competencies".

Table 6.5: Employee tenure with the hotel per country
Country 518 months From 19 months From 5 to 10 210 years

to 5 years years

Italy 14 (8,3%) 47 (28%) 55 (32,7%) 52 (31%)
Greece 2 (18,2%) 4 (36,4%) 3 (27,3%) 2 (18,2%)
Portugal           0            0            5 (18,5%) 22 (81,5%)
Belgium 19 (39,6%) 16 (33,3%) 9 (18,8%) 4 (8,3%)
Netherlands 22 (59,5%) 4 (10,8%) 5 (13,5%) 6 (16,2%)
Sweden 5 (25%) 6 (30%) 5 (25%) 4 (20%)
England 37 (46,3%) 30 (37,5%) 7 (8,8%) 6 (7,5%)
Total 99 (25,3%) 107 (27,4%) 89 (22,8%) 96 (24,6%)

Managers in England, Sweden and Belgium further stated that candidates do not go
through any form of written testing during the process of selection-recruitment.
Especially regarding England this finding appears to be consistent with findings of
other studies (Kelliher and Johnson, 1997, Hogue, 1999), which have revealed that the
job interview was often the only selection technique and that only a very low
percentage of hotels use psychological testing. In Italy, however, it was reported that
candidates are given various assessment tests, such as intelligence and personality
tests, tests in mathematics, as well as tests for their Italian and English language skills.
The necessity for such extensive evaluation processes was justified by the fact that
recruited candidates in Italy are most likely to stay with the company for a very long
time. This is indeed evident in Table 6.5, which presents the information on employee
tenure with the hotel in each country. In Belgium it was also reported that candidates
are occasionally tested "on site", to demonstrate, for example, their telephone skills.

In terms of whether there is a need for using any form of written testing for the
selection-recruitment of frontline employees, the majority of managers did not
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consider this necessary. Most of them argued that the value of candidates fulfilling the
criteria for a specific position can be immediately seen during an interview. As one
manager said, "if you can not see that in a person [during an interview], then you are
not a good recruiter for this business". At the Head Office it was also mentioned that
the use o f tests for employees at the line level is seen as "too costly" and has not been
considered up to that moment necessary also because of the comparably low labour
turnover at the company level. It was mentioned, however, that the use of tests could
eventually turn out to be useful for some markets and in England it was once reported

."that managers "have been looking at it

Table 6.6: The selection and recruitnient process: Cross-national comparison
Country Recruitment sources Recruitment methods Selection Process
England International labour Internal vacancy list (UK and Initial screening from HR.

rnarket Scandinakia), hot spot Unstructured Interviews with

(internationally). ads (locally,  HR and Dep. Head. Possibility

nationally), consultants/ agencies, for e\·aluation study of
spontaneous applications, recruitment sources (PS 20(N)).
monitoring of hotel schools,
"friends and family" scheme.

Sweden Mainly Swedish labour Internal vacancy list (UK and Initial screening from HR.
market Scandinavia), hot spot Unstructured mtcrview with HR

(internationally),ads (locally)and at   and Dep. Head.
unemployment agency, spontaneous
applications.

Netherlands Initial screening from HR.

(No data) (No data) Unstructured interviews with
HR and Dep. Head.

Italy Italian labour market Spontaneous applications, Structured interviews with HR

(locally) monitoring of hotel schools, and Dep. Head. Assessment
agencies, career opportunity bank. tests (intelligence, personality,

math, Italian, English).
Greece Greek labour market Initial screening from HR.

(No data) Unstructured Interviews with
HR and Dep. Head.

Portugal Portuguese labour First internally. then e\ternally Unstructured interviews with

market HR and Dep. Head.
Belgium Mainly Belgian labour Internal vacancy list (complex Initial screening from HR.

market properties). rarely hot spot Unstructured Interviews with

(internationally). ads (locally), HR and Dep. Head,

monitoring of hotel schools. Demonstration of skills on site
(occasionally). Hotel schools
profile.

Human Resource Managers were also asked whether their organisation carried out
formal monitoring and evaluation studies of recruiting sources, in order to determine
which sources yield greater proportions of high-performing employees. No such
processes were reported in Sweden, where it was stated that there was at that moment
no need for such studies due to the favourable conditions in the labour market. The
same was said in Belgium and in Italy, although in both cases some sort o f monitoring
of European hotel schools was reported to occur. In England the hotels at Heathrow
did not report any formal monitoring process, although managers did mention that
they have a pretty good idea of the sources that yield the most high-performing
employees. In central London a possibility for formal monitoring exists through a
computer programme called "PS 2000", although no further information is available
regarding the extent to which this programme is used for systematic monitoring and
evaluation of recruiting sources. The process of selection-recruitment in each country
is summarised in Table 6.6.
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Although not all managers were asked to evaluate whether there is a need in general to
improve selection-recruitment processes, in order to fulfil the aim of "employing the
best employees in the market", it is interesting to note that this was indeed recognised
by one manager. In particular, it was argued that "selection-recruitment could be a lot
more sophisticated than it is now and it could be a much more formalised process".
According to the same manager, a set of competencies regarding personal and
technical skills could also be developed for line level employees, in order to establish
specific criteria, which the hotels are looking for and on which recruiters can base
their decision when selecting candidates. A set of guidelines or specific questions
could be provided to interviewers to help them in evaluating candidates on meeting
those criteria, which can further be used as the basis for training and performance
appraisal of employees throughout their employment. The need to improve selection-
recruitment processes in the future was also recognised at the Head Office, "as long as
this can be done in a cost-effective way"

In relation to the criteria managers use in their decision to hire a candidate, it is
difficult to establish a pattern of differentiation among countries.  Some o f the criteria
mentioned have been related to circumstances at the time o f the interview, other seem
to relate to the hotel establishment - whether it is five-star or five-star deluxe - and
other to specific characteristics o f the hotel. An example of the latter is hotel Grande
Bretagne in Athens, which has 364 rooms all different from each other, which newly
hired employees at the reception should soon become familiar with. Therefore,
previous working experience in hotels was reported to be an important criterion,
otherwise employees would need even more time before they become fully
operational. Managers in all hotels stressed the importance of attitude and service
orientation, which is necessary to deliver high quality service to guests. Many
managers referred to this service orientation as "a real passion for anticipating guests'
needs and for delivering excellence", which "cannot be taught" as is the case with
technical skills. People "are either born with it or they don't have it at all".
Interestingly, identical views have been expressed by other managers in the upscale
sector of the hotel industry in other studies (e.g. Jones, Taylor and Nickson, 1997:
544). It is therefore highly likely that such views represent a more general preference
for personality traits over technical skills in upscale and luxury hotels, which is
obviously accredited to the strong orientation of these hotels to service quality and
customer satisfaction.

In general, most managers in England, Sweden and the Netherlands emphasised
character, personality and attitude over technical skills, although a range of other
criteria, such as experience, judgement, maturity, presentation, willingness to learn
and to grow, were considered important as well. In other countries, character,
personality, attitude and service skills were also considered very important, although
managers equally stressed the importance of languages, working experience,
appearance, flexibility, education and technical skills. The knowledge of several
languages was emphasised in most countries - and especially in the south - with the
exception of England, which obviously benefits from the wide use of the English
language internationally. Many managers emphasised the importance of the "first
impression" that a candidate makes when meeting with the managers. Noteworthy is
also the emphasis that several managers gave on the candidate's potential to "fit in
with the team" Lastly, it is worth quoting a comment of a Food and Beverage
Manager regarding the criteria that a candidate should meet in order to be selected,
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which are maybe representative of the nature of work in the hotel industry. According
to this manager a successful candidate "needs to be a diploniat, because you need
diplomacy all the time, needs to be an acrobat, because sometimes the pressure of
service can make you do things that only an acrobat will do and a doormat, because

sometimes you need to have the patience to be treated as a doormat by some
customers that may be too demanding" In general, no systematic difference in terms
of the reported criteria evolved between departments, with some obvious exceptions,
of course, since some criteria, such as computer skills, are not so relevant in Food and
Beverage. Finally, it is worth noting that several managers expressed their satisfaction
with the quality of applicants that the company attracts.

6.3.2 Training

It is obvious from the information provided during the interviews that the company
gives very high priority to training and development of human resources. In "money-
terms" this translates into one percent of the revenue o f each property being invested
in training and development. In addition, every hotel has its own Training Manager
who is responsible for assessing employees' training needs and for organising training
courses to satisfy these needs. A wide variety of courses also run throughout all the
hotels of the company and some o f these are compulsory for all employees. Examples
of such compulsory courses are the standards of the Sheraton Guest Satisfaction
System (SGSS), which are taught during induction and the earlier mentioned two-day
Progress training for employees participating in Progress teams. The more recent
company-wide course "Star training" is presumably also compulsory for members of
Progress teams. The company also analyses continuously data from the GSI and the
ES1 in order to detect company-wide training needs and develops appropriate courses
for the hotels of the company. The same process is also followed at the unit level.

Table 6.7 presents an outline of the training process and the available courses per
country on the basis o f the information provided by managers. As expected, hotel and
company induction and departmental induction were reported in all cases, with some
variation in ternis of their duration. In most cases, hotel and company induction was
reported to take about two to three days and departmental induction approximately
one day. Managers in England and in Sweden provided a remarkably extensive
training process and a large variety of training and development opportunities offered
to employees. Especially regarding England the picture described appears to deviate
considerably from the "prevalent" one in the UK often presented in the literature,
notably of "an industry renowned for its lack of training" (Maxwell, 1997: 62) and
having "a short-sighted view" considering training as "an overhead expense" (Hope
and Muhlemann, 1997: 324). This finding, however, may be specific to the upscale
sector or even to the particular company. Newly hired employees were reported in
both countries to receive intensive training ranging from three weeks to three months,
before they are fully operational in their department. This training process includes
cross-training, training in position according to a "checklist" and on-the-job training
often with an assigned "trainer" or "shadowing" an experienced employee. In
England, additional training is provided according to the individual needs of
employees, which are detected through three formal appraisals occurring after three,
six and twelve months. In addition, employees in England and in Sweden are offered a
wide variety of courses, ranging from complaint handling to computer skills and in
England employees may also be given the possibility to follow external courses. The

161



Chapter 6

hotels in England also offer foreign language and English courses to employees and of
particular interest is the fact that they may under certain conditions sponsor
employees' studies and facilitate them in completing these. Training in both countries
was reported to be on going and training time per employee was reported in Sweden
to be five working days annually. whereas in England it ranged from two to four
working days annually depending on the property. It is worth mentioning that the
properties in central London have been certified as "Investors in People", which is an
official national recognition of investment in human resources awarded on the basis of
factors such as training and empowerment of employees (Lockwood, 1996). In
England some Food and Beverage managers would still like to provide even more
training and specified, for example, the need for better product knowledge, which is
generally "lacking in the whole F&B industry"

An extensive training process was also reported in the hotels in Portugal and Greece,
which again includes cross-training, training in position according to a "checklist" and
on-the-job training. The hotels further run a range of company courses, which in
Portugal may also be attended abroad. In both hotels training was reported to be on-
going, with a slightly less structured form reported in Greece. In Italy managers
indicated that most of the training of newly hired employees takes place on the job
next to an experienced colleague. As explained, the low labour turnover in Italy
allows managers to select employees who have pre,ious working experience in hotels
and are already trained. Therefore, employees need only be introduced to the
particular work context of the hotel and learn its policies and standards of service.
Occasionally, special training is provided according to the individual needs of the
employee. The hotels also run a wide range of compatiy courses according to a
training calendar and training time per employee was reported to be one working day
annually.

The training process in Belgium and the Netherlands was reported to be in a sort of
"transitional" phase, due to circumstances specific to these hotels (e.g. restructuring,
temporary understaffing). In general in both countries, employees normally receive
cross-training, training according to their individual needs and on-the-job training
usually next to an experienced colleague. In some cases in the Netherlands, however,
this training was reported to be extremely short in terms of time, due to staff shortages
and managers in those cases emphasised the need to intensify the training process
especially at the beginning of employment. Furthermore, the hotels provide a wide
range of company courses, which employees may attend depending on the workload.

In general, it appears from the information provided that the training process is more
formalised, structured and systematic in England and Sweden and less so in the rest of
the countries, where some managers identified a need to increase the integration of
training courses in the daily operation, in order to stimulate employee participation
and to increase the effectiveness of these courses.

The perceptions of the employees themselves regarding the extent to which they are
trained are also important. It should be taken into account that the questions about
training included in the employee survey emphasised more decision-making, problem
solving and complaint handling skills. Following the relevant information provided in
Table 6.8 employees in all countries generally report positive perceptions of the extent
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to which they have been given the skills to handle independently all possible service
situations.

Table 6.7: The training process: Cross-national comparison
Country Training process
England Company and hotel inducdon and "core" training (i e health, sal-et>and security, eustonier care. SGSS) · 2 to 3

days. departmental induction, departmental training
FO (from 3 weeks to 3 months)
Cross-training in related areas (resen ations, switchboard. housekeeping, etc.). training on position. on-the-job
training (occasionally with "shadow"J
F& B (from  I  to 3 months)
Training according hi:hecklist". hygiene course, 011-the-job training with aperienced colleague
Additional training and .ourhes
Sheraton teanis course (hokl "lingo"), training according to indipidual needs following appraisals (after 3,6 and
12 months). according to requests 01 employees (depending on a,·ailability of courses), according to quarterly
training calendar, "Progress" training, "Star" training. on-the-job training, product knowledge. craft training.
courses on custonier care, computer skills, telephone skills, (up-) selling skills, appraisal skills, conimunicalion
skills, customer complaint handling, leadership and coaching skills ( 1'or supervisors). sponsorship of employees'
studies (also allowing tlexibility in „orking hours), sponsorship for erkmal courses. fureign languages and
English courses

S.·eden Company and hotel induction and "core" training (i e. health, safety and security. customer care. SGSS).
departmental induction. departmental training
FO (f'rom 3 weeks to 3 months)
Cross-training in related areas (res:r ationb. switchboard. etc.). fire and salely procedures (i·epeated on monthly
basis), on-the-job training
F& B (Irom  I  to  3  months)
Ser\'ice training, product kim kdge (.ine. liquor). custonler satisfaction training
Additional training and courses
Wide variety of company courses (e.g :ustoilier care. service skills, complaint handling, decision-making.
computer skills. leadership training),on-the-job traming, product knowledge

Netherlands Company and holel induction including health, safety and security, departmental induction. departmental training
FO (few days)
Cross-training in related areas (housekeeping), on-the-job training (night shifts), training according to individual
needs

F&B (few days)

On-the-job .ith assigned "trainer"
Additional training and courses
Wide variety of conipany coui·ses (e g  complaint handling. 'win Ihc traii,cr"). according to training calendar,
"Progress" training. '·Myster> guest" training

Italy Company and hotel inductm Calso wi[h handbook) including safety and security (2 days) departmental
induction. deparimelital training
F0
On-the-job next to experienced colleague
F&B
On-the-job next to experienced colleague. depending on individual needs
Additional training and courses
Sheraton Guest Satisfaction Standards, wide \·aricty of (company) courses (e.g. telephone and communication

skills, selling skills, quality. computer skills, training in na systems, international culture), "Progress" training,
according to training calendar, product knowledge (e.g. menu. preparation ot items). cross-training

Greece Company and hotel induction Cone day). departmental induction, departmental training

FO (2 weeks)
Cross-training (housekeeping. sales. conclerge. etc.), training according to "checklist". on-the-job training
F&B Training according to ' checklist". cross-training. on-the-Job training
Additional training and courses
Company training courses, product knmledge. "Progress" training

Portugal Company and hotel induction (1 day), departmental induction, departmental training

FO (a couple of weeks)
Cross-training, training on position
F&B
Service standards, on-the-job training
Additional training and courses
Company training courses (also attended abroad), SPG training, according to training calendar. "Progress"
training. "Star" training

Belgium Company and hotel induction (incI handbook). including safety and security (one afternoon). departmental
induction, departmental training
FO (approitmately 1 month)
Resen·ations system, on-the-job with assigned "trainer
F&B (from 1 to 2 months)
According to indivdual's needs, product knowledge. on-the-job „ith assigned "trainer"
Additional training and courses
"Progress" training. "Star" training. cross-training (e g housekeeping) sales skills, leadership training
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Primarily, they perceive they have been trained to perform their job efficiently and in
general  to the level  that is required  of them. They speci fically report  to  have  been
trained in effective communication with customers and they also report to have been
trained to function independently in their job,  so  as to  make, for example, independent
work-related decisions and to deal with customer complaints on their own. Employees
in Greece report the most positive perceptions regarding the degree of empowerment
training received followed by their colleagues in England. Employees in Portugal and
the Netherlands also report positive perceptions regarding the degree o f empowerment
training and lower, but still  on the positive  pole,  are the perceptions of their
colleagues in Sweden, Belgium and Italy. Evidently, the information provided in
Table 6.8 does not necessarily reflect the information provided by managers, as they
basically provided information regarding the training process in their hotel or
department and not regarding the level of training of the workforce at that moment.
The latter may be influenced by various factors, including the time of employment o f
employees and obviously respondents with a short tenure with the hotel might not
have received the full extent of training at the time of the employee survey.
Considering the comparably longer tenure with the hotel of employees in southern
Europe, the mean scores reported in Table 6.8 in the southern countries may be
somewhat inflated compared to the scores reported in the northern ones.

Table 6.8: Frontline employee perceptions of training per country (mean scores on 5-
point scale)

Country N (min) Empowerment training Std. deviation
England                              79 3.49 77
Sweden                                     20 3.20 .83

Netherlands                              37 3.27 .76

Italy 190 3.09 .87

Greece                                                  12 3.68 .64

Portugal                           29 3.34 .81

Belgium                              53 3.11 .76

6.3.3 Performance-related Rewards

Interesting information was gathered regarding the extent to which rewards in general
are linked to employee performance. Although the company vision is "to attract the
best and brightest employees [also] by rewarding outstanding performance", this is
apparently not realised through a company policy promising performance-related
rewards for employees at the line level, in the form, for example, of a bonus or profit-
sharing scheme or a stock ownership plan. The company does, however, aim to offer
employees a competitive "reward package" within the market where each hotel
operates and most managers said that this is actually the case. Most importantly, it
was emphasised that rewards need to comply with the national legislative framework,
which supersedes any company policy.

Interestingly, managers in some countries did report a range of performance-related
reward schemes or incentive schemes, which are occasionally aimed at the individual
employee level. Such schemes were mostly reported in England and Sweden. In
England and in particular at the central London hotels, managers reported a range of
performance-related rewards, which include a yearly bonus depending on unit
performance, "Stars o f the Quarter" rewards, which can  also be monetary, awarded to
five members of staff for outstanding performance, annual raises depending on the
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national inflation rate, which can take individual performance into consideration and a
variety of incentives for employees at both Front Office and Food and Beverage. For
Front Office such incentives are offered for enrolments in the Starwood Preferred
Guest (SPG) loyalty programme, for maximum enrolments in the SPG and for (up-)
selling of room nights, room reservations and reservations in the Food and Beverage
outlets. In Food and Beverage, incentives involve (up-) selling of wine or liquor,
whereas (shared) tips are also an important performance-related group reward.
Managers in both departments further mentioned to informally reward employees for
"a job well done" with a bottle of champagne, a "dinner for two" or an extra day off
and to regularly organise social events (e.g. bowling, go-carting, etc.). The hotels in
the area of Heathrow also offer "Employee of the Month" reward schemes and
reported a range of incentives in Front Office for enrolments in SPG, maximum
enrolments in SPG and maximum restaurant bookings. In Food and Beverage
managers only mentioned (shared) tips as a form of performance-related group
reward. In general, the findings regarding the availability of performance-related
rewards in England are in line with those of other studies (e.g. Hogue, 1999; Kelliher
and Johnson, 1997), which reported very few cases o f hotels offering such rewards to
operative personnel.

A similar picture was also described in Sweden, where raises are occasionally linked
to performance, management offers ati "employee of the month" reward scheme,
which can also be monetary, and a range o f incentives for employees in Front 0 ffice.
Examples include the company incentive for enrolments in SPG, a departmental
incentive rewarding employees for every ten SPG enrolments, a complimentary
weekend at a Sheraton in London for the best-selling employee, whereas the previous
year the Front Office team travelled by boat to Finland as a reward for meeting the
targets of the department. Occasionally social activities (e.g. picnic) are organised
with the Front Office team.

Some degree of performance-related rewards was reported in the Netherlands.
Employees receive a small yearly bonus according to the financial results of the hotels
and there is also an "employee of the month" reward scheme. Raises can potentially
be linked to performance, although this depends on the available budget and is
considered with caution. In Front Office employees may benefit from the SPG
incentive, which can yield for them kee hotel nights and flights or even money.
Surprisingly, employees in Front Office were once reported to receive tips from
guests, which are of course shared and to occasionally receive symbolic rewards (e.g.
a cake) for a job well done.  In Food and Beverage performance-related rewards were
said to be restricted to tips, which are shared among the members of the team.
Employees in Greece also benefit to some degree from performance-related rewards,
which include an "employee of the month" reward scheme and small incentives for
SPG enrolments and bookings in Front Office. In Food and Beverage employees were
said to share tips.

In Italy managers argued that the legislative framework does not allow
"discrimination" concerning the level of pay that employees receive. Therefore,
employees of the same position and "rank" receive the same remuneration and raises
depend on seniority rather than performance, although performance does of course
play a role in the promotion of employees. Nevertheless, the legislative framework
does permit an annual bonus for all employees according to the financial results o f the
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hotels and managers did report an "employee of the month" reward scheme.
Employees in Front Office may further benefit from the SPG incentive scheme and
occasionally from a team bonus for meeting objectives, although it was not clear
whether this is in fact separate from the yearly bonus received by all employees. Food
and Beverage employees occasionally have the opportunity to participate in up-selling
contests and they also share tips from customers. However, it was once mentioned
that employees cannot cash tips paid with a credit card, which actually represent a
significant proportion of tips.

Table 6.9: Availability of performance-related rewards: Cross-national comparison
Country Description o f rewards

England Ranging from comparable to very competitive level of pay - Employee of the month - Employee
(Heathrow) of the year

FO: SPG company incentive, monetary incentives for maximum SPG enrolments and
maximum restaurant bookings

F&B: Tips (shared)
England Ranging from competitive to very competitive level of pay - Annual pay increase (potentially
(Cent. Lon) different per employee depending on performance), usually according to inflation - Fringe

benefits (dental. massage, foot therapy) - "Stars of the Quarter" (5 winners receive up to  150
pounds or vacation or bottles of champagne) awarded in ceremony with all staff - Yearly bonus i f
hotel meets targets
FO: SPG company incentiK·e, nionetary incentives for "walk-ins", reservations and restaurant

bookings. Social activities (e.g. dinners, bowling, carting)
F&B: Incentives (gifts) for up-selling (e.g. wine), suppliers' incentive (merchandise), tips

(shared), informal rewards (gifts, day off) for job well done
Sweden Very competitive level of pay - Raises occasionally linked to performance (but to small extent)-

Employee  of the month  ( 1 OOS check in famous department store,  500$ for teams or dinner  for
two. theatre tickets)
FO: SPG company incentive, incentives for SPG enrolments (gifts) and best selling

performance (weekend at a Sheraton in London), team reward for meeting targets
(previous year excursion to Finland). Social activities (e.g. picnic)

F&B: (not reported)
Netherlands Yearly bonus - Employee of the nionth - Raises potentially according to performance (depending

on budget, but with caution)
FO: SPG company incentive, tips (shared), symbolic rewards (e.g. cake) for Job well done
F&B: Tips (shared)

Italy Level of pay comparable to competition (according to union agreements) Raises according to

scniority - Employee of the year or month (?) - Yearly bonus
FO: SPG company incentive, occasionally small team bonus for meeting objcctives
F&B: Tips (shared) unless paid with credit cards (?), occasionally up-selling contests

Greece Competitive level of pay - Employee of the month
FO: SPG company incentive, monetary incentives for up-selling (e.g bookings, "walk-ins")
F&B: Tips (shared). SPG company incentive (?)

Ponugal Competitive level of pay

FO: (not reported)
F&B: (not reported)

Belgium Level of pay comparable to competition - Raises linked to promotions - fringe benefits
(hospitalisation after one year, 50% discount m outlets of other properties) - Occasionally yearly
bonus - "Be Our Guest-' programme (discounted rates at Sheratons) - Employee of the month -
Employee of the Quarter
FO: SPG company incentive

F& B: Service charge ( 16%) on top of minimum salary, tips (shared)

In Belgium managers stated that raises are linked to promotion and employees may
occasionally receive a yearly bonus depending on the performance of the hotel. In
addition, the hotels run "employee of the month" and "employee of the quarter"
reward schemes and employees may further benefit from a company programme
called "Be our Guest". This programme gives them the opportunity to stay at other
Sheraton properties for discounted rates  and  a  fi fty percent discount  in the restaurants
of the three properties in the country. Emphasis was also placed on the fact that
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employees receive free hospitalisation after the first year of their employment, which
was reported to be the major benefit of employment in the hotels. Besides the
previously mentioned rewards and benefits, employees in Front Office may also
receive complimentary hotel nights from the SPG incentive. In Food and Beverage
employees share tips and they also receive what is called in French "le tronc", which
is a characteristic example of a performance-related reward. In particular, employees
are guaranteed a minimum monthly salary, above which they may receive additional
pay  on the basis  of a 1 6 percent "service charge"  on the services  of the outlets.
Therefore, the better the performance of the outlets, the higher is the monthly salary of
the employees. Finally, in Portugal it was reported that employees of the same
"category" receive the same salary and that raises are the same for all employees,
except of course for the cases o f promotion. Interestingly,  it was mentioned that there
has been an attempt in the past to institute performance-related rewards. but this did
not work and "there were also many complaints"

In line with the company aim to offer employees a competitive level of pay, managers
generally claimed that pay was at least comparable to the competition and quite often
they said that their hotel is the best paying hotel in the area where it competes. In
general, a competitive to very competitive level of pay was reported for the hotels in
Sweden, England (including Heathrow), Greece and Portugal, whereas in Italy and
Belgium, managers reported a level of pay comparable to the competition. The
information concerning the availability ofperformance-related rewards in the hotels in
each country is provided in Table 6.9.

Managers were also asked whether they perceived that employees were satisfied with
the rewards received. They felt that employee satisfaction depends not only on the
absolute level of pay that the hotels offer, but also on the working conditions
(pressure, hotel), on the particular circumstances, which the hotels were facing at the  i
time of the interview and of course on individual employees. As far as the latter are
concerned, it was repeatedly mentioned that employees "always want more", that "the
grass is always greener in the neighbour's garden" and that "nobody [in general] is
satisfied with his or her salary" However, in hotels offering a very competitive level
of pay, managers in most cases perceived that employees were indeed satisfied. This
holds mostly for the hotels in Sweden, in central London and to a lesser extent for the
hotels at Heathrow, because of the high pressure that employees have to deal with
during their work in these hotels. An overall satisfaction with the rewards was also
mentioned in Greece, where managers further based their perception on the results of
the ESI, according to which "employees are happy and proud to be working in the
hotel".In central London it was mentioned that employees are not only satisfied with
their rewards, but they are actually surprised when they are informed of their rewards
at the beginning of their employment. In the Netherlands managers presumed that
employees were "probably not satisfied", which was partly attributed to their heavy
workload at that time. The same perception was in most cases reported in Italy and in
Belgium, although in Italy it was occasionally mentioned that employees were happy
to  be  working  for  a "good" hotel. An interesting remark  made in Italy  was  that
"because of the low labour turnover, employees work in the same hotel for many,
many years and at a certain point they expect more than a 'thank you " '

Finally, an

ambiguous picture was described in Portugal with employees in one department
perceived being rather satisfied, but not very satisfied in the other.
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1 Managers occasionally expressed their opinion regarding the need for improvement in
the area of remuneration, which "has always been an issue" in the hotel industry,
because o f the general poor pay conditions that it offers compared to other industries.
It is important to note that the latter was mentioned by managers in many countries,
namely in England, the Netherlands and Belgium, which points to a broader reality
about the hotel industry. Many managers expr ed the opinion that increasing pay is
not necessarily the solution and it will not increase employees' satisfaction with their
rewards or their motivation. In some cases, as, for example, in Italy and Sweden,
increasing pay was said not to be possible, as the hotels already spend a significant
percentage of their revenue on labour costs. Many managers also mentioned the union
agreements, which impose in a way a level of pay, although they did mention that this
concerns the minimum level of pay and not the maximum. Several managers
emphasised the need to improve on the informal and personal recognition of
employees and to say more often "thank you" and "well done" and give more "pats on
the back", while others stressed the opportunity to learn given to employees and the
working conditions. In England, despite the availability of a variety of incentives,
several managers consider instituting an "employee of the department" reward, in
order to stimulate and recognise further employee performance. In hotels where
managers did not report a strong link of rewards with performance, they recognised a
necessity to increase this link, by offering, for example, employees a complimentary
weekend in the company's "beautiful properties" or complimentary meals in its
restaurants or other incentives, which are not so costly for the hotels. In Italy,
managers identified a need to constantly stimulate employee performance, especially
when it comes to employees, who in most cases work in the hotel for many years.
They further suggested that this could be done by using some sort of incentives, which
would give to employees "something different, in addition to what they expect from
their contract", although they also expressed their doubts as to whether there is room
for such incentives within the current legislative framework.

The idea to institute more "attractive" group and individual incentives and
performance-related rewards for employees at the line level was considered to be "not
bad at all" also at the Head Office. On the contrary, it was argued that the company
"may have to look at that in the future, because...it is more and more di fficult to find
staff to work in [this] industry, because of the hours and working in shifts and so on
and the remuneration is not so brilliant at the end of the day, [especially] for line
staff'. Regarding the option to increase the level of pay, it was mentioned that "the
hands are a bit bound", as the level of pay is defined on the basis of the market and of
the product that the hotels offer and "at the end of the day the hotels have to cover
their costs" Limited room was also seen for instituting profit sharing or stock
ownership plans for frontline employees, which are "too difficult to implement".

-;    The information regarding the extent to which employees perceive the rewards to be
linked to individual performance is provided in Table 6.10, which also presents the
mean scores of employees regarding their satisfaction with the rewards receRed. It is
worth noting that employees in most countries perceive that rewards are not linked to
individual performance. Employees in these countries claim that their individual
performance does not influence in general the rewards they receive, or their raises.
They further perceive that management does not reward in a systematic manner
employees who reach high levels of performance. Especially for the cases of
Netherlands, Italy and Belgium these results are in line with the information provided
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by managers, who basically revealed a mininium - if any - link of rewards to
individual performance. Exceptions to the rule are the hotels in England and Greece;
where employees perceive a marginal positive link of rewards to individual
performance, which is, however, clearly higher compared to the hotels in the rest of
the countries of the sample. Especially for England such findings were more or less
anticipated considering the wider variety of incentives, offered mainly in the central
London hotels, compared to the rest of the countries. The marginally positive score
probably reflects the fact that despite the many incentives, employees' total
remuneration does not fluctuate considerably irrespective o f their performance. Taken
together, the results seem to reflect a fairly "global" reality of the industry, which may
be renowned for the availability of fringe benefits (Baum, 1995), but not for the
availability of performance-related remuneration.

\

Table 6.10: Frontline employee perceptions of rewards and satisfaction with rewards
per country (mean scores on 5-point scale)

Country N (min) Link to Std. deviation Satisfaction Std. deviation
performance with rewards

England              81 3.08 .78 2.74 .79

Sweden                    20 2.40 .92 2.15 82
Netherlands             38 2.25 1.05 2.75 .79

Italy 186 2.47 .98 2.38 .84

Greece                        13 3.08 1.20 2.72 84
Portugal                30 2.21 .72 2.26 .80

Belgium                52 2.49 1.02 2.26 77

l As far as the extent to which employees are satisfied with their rewards, it is
noteworthy that the mean scores in all countries are clearly towards the negative pole,
which again seems to reflect a more global industry reality. Generally, employees in
all countries express their dissatisfaction with the entire "reward package" offered to
them, which they do not perceive as analogous to the quality o f their work, neither to
the efforts they do in their job. According to the employee survey, the most satisfied
employees - or more accurately, the less dissatisfied ones - are - surprisingly, if one
considers the reports o f managers - the ones in the Netherlands, who are followed by
their colleagues in England and Greece. Surprising is also the dissatisfaction that
employees in Sweden express in relation to their rewards, especially i f one considers
their competitive level of pay and the comparably higher link of rewards to
performance. Not surprisingly - considering the information provided by managers -
employees in Italy, Portugal and Belgium express a fairly clear dissatisfaction with
their rewards.

6.4 Employee Empowerment

Before presenting the findings from the interviews about the extent to which the
managers claimed to empower their customer-contact employees, it is interesting to
briefly refer to the way they understand "employee empowerment" and the extent to
which they consider the notion important.

; In Greece the high value of the standard deviation reveals rather diverse views on this issue.
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6.4.1 ir'hat is Empowerment?

It is striking that the vast majority of the managers - even among the non-native
English speakers - were able to recognise the term confirming in a way its
"popularity" within the hotel industry. Moreover, when asked what they understood
by the term "empowerment", again the large majority provided a definition, which
was in substance quite similar to the operational definition adopted by this research.
Most of them defined empowerment as "allowing employees to make decisions" or
"delegating responsibility/authority to employees" or in other alternative ways.
Several times managers specifically re ferred to the interface of employees with guests
and to guest problem resolution "without constantly running to the manager" and they
often stressed that this decision-making authority should be restricted within limits.
Related to this latter point, is an interesting remark of a manager who argued that
"management has to maintain control in order to maintain standards", which
resembles a comment made by a manager in a previous study (Klidas, 1995: 69), who
pointed out that "when management reduces control of employee behaviour standards
fall" Occasionally, managers perceived einpowerment as not only giving authority,
but also knowledge, ability and training to employees in order to make decisions and
in other cases they understood empowerment as "involvement", "job enrichment",
"growing in the job" or even as "a state o f general job satisfaction". This unanimity in
the definitions and interpretations of empowerment not only supports the operational
definition of this research, but most importantly the assertion that this definition
actually reflects the way empowerment is perceived in hospitality.

6.4.2 Is Empowerment Important?

Regarding the importance of empowerment - as defined in the present research - not
surprisingly all managers agreed that "it is very important" and occasionally even
"extremely important". More interesting, however, are the reasons why they consider
empowerment important. A frequently mentioned reason relates to service quality. As
it was argued, "guests want it (i.e. empowerment)" and "expect it", because they
receive swift responses to their problems or requests and they do not have to wait until
the employee seeks the assistance o f a superior, which increases their frustration and
is "very unprofessional and not very customer-oriented". This improves customer
satisfaction and as it was said, guests are likely to perceive the hotel as "a forward
thinking company", since the employee "does not have to run back to a manager.   to
get   a   10, 15 pound breakfast written   back if there   is   a problem". Moreover,
empowerment was argued to facilitate managers' work and the "running of the
department", because managers "cannot be everywhere" and they "don't have the time
to do everything", especially when it comes to decisions about minor issues that
employees should be able to resolve on their own. In some cases, employees may
even be more familiar with the problem area than the manager himself, as it was
mentioned to occur, when the duty manager, for example, is not from the department
where the problem has been reported. In such cases it is therefore necessary that the
employee has the authority to make the decision on his own. Interestingly, in one case
it was mentioned that management has been considering taking away the sign
informing guests of the manager on duty, so as to "discourage" them from asking his
or her involvement once a problem occurs. The latter seems to be consistent with
literature claims (Erstad, 1997) that some form of customer education is required in
relation to the issues that frontline employees are entitled to address.
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Managers also consider empowerment important for the employees themselves. When
employees are given responsibility,  they will "start feeling more important  and
valued", their self-confidence will increase and they will have the opportunity to gain
experience and develop themselves and grow in the job, which is also important for
the company. Thus, their job satisfaction will increase and it is "really rewarding for
employees  if they can  make a guest happy" or even  in  the case of a wrong decision "if
they can take the lesson out of it and think how they should act differently next time".
On the other hand, delegating decision-making authority to only a few persons within
the department was considered to be less motivating for the employees, who "should
not be robots" being there only to receive instructions. By taking part in the decisions,
managers argued that employees become "a lot more involved in the company", "they
think more clearly about the business" and "they get to own those decisions
themselves rather than being dictated of what to do" As it was mentioned,
empowerment "is going to be the way forward in the hotel business".

The fact that all the above-mentioned arguments emphasising the importance of
empowerment are identical to the ones supported by empowerment literature is
striking (e.g. Brymer, 1991; Bowen and Lawler, 1992; Goldsmith et al., 1997). This
primarily confirms that the theoretical assumptions made by literature favouring
empowerment indeed reflect industry reality, but most importantly it verifies the
assertion that empowerment is at least as important nowadays, as it was ten years ago,
when interest in the notion of empowerment gained momentum.

6.4.3 Delegation of Authority

Even more interesting is the information that managers in different countries provided
as to whether they empower customer-contact employees and, if so, the extent to
which this occurs. In general, managers in all countries claimed to empower
employees at least to some extent. Tables 6.11 and 6.12 present the information
provided by managers regarding the extent, content and formality of the delegated
authority respectively for the Front Office and Food and Beverage departments.

As far as Front Office is concerned, managers in Sweden, England and Portugal
reported a very high degree of delegated authority to frontline employees.  Employees
in the hotels in these countries are allowed to make decisions according to their
judgement even if these involve monetary transactions. They can make, for example,
rebates, write off mini-bar, telephone or pay-TV charges, offer upgrades and discounts
in rates. Occasionally they can even decide on the rate to be offered to a guest and the
amenities in the room or offer complimentary drinks, dinner or VIP treatment. The
Front Office managers in the Netherlands and Greece also reported a high degree of
empowerment, with employee authority extending again to adjustments to customers'
bills, which, however, are allowed formally, up to a pre-defined limit. A fairly high
degree of empowerment was reported in Belgium, with employees there being
authorised to make small adjustments to customers' bills, as for example, writing off
mini-bar charges. In Italy managers reported in most cases a low degree of
empowerment, with authority for monetary transactions reserved only for middle
managers and managers. In one case, employees' authority was reported to be rather
high, allowing employees to offer complimentary champagne or a discounted rate in
case of a serious problem, but preferably after first receiving authorisation from a
manager. Managers delegating a comparably low degree of authority to customer-
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contact employees stressed that a supervisor or a manager is always present at the
reception and both have the commensurate authority to make the decisions required.
Specifically regarding financial concessions, it was also mentioned that such decisions
affect revenue and therefore "they should be made by the person who has the
responsibility for the revenue", in other words the manager.

Table 6.11: Employee enipowerment in Front Office
Country Degree and form Authority regarding..

England Ranging from high to very high. "up to Rebates, writing off charges (mini-bar,
where employees fizel comfortable". telephone calls, pay-TV), adjusting rates,

Occasionally also formal and specific deciding amenities in rooms. upgrades.
regarding limits.

Sweden Very  high.  but not formal or specific Adjustments to customers' bills, small gifts, etc.

regarding limits.
Netherlands High, formal and specific regarding limits. Adjustments to customers' bills (telephone

charges. etc.)
Italy Ranging from low (most cases) to high, but   Usually no monetary transactions made. In one

not formal or specific regarding limits. case complimentary champagne or discounted

rate m case of "nasty" problems, but preferably
with manager's authorisation. In another case
very small rebates,

Greece Rather high, formal and specific regarding Adjustments to customers' bills.
limits according to company procedures.

Portugal Very high and specific regarding limits. Rebates, discounts in rates. VIP treatment,
complimentary drinks or even dinner.

Belgium Rather high, not formal, but somewhat Small adjustments to customers' bills (mini-bar
specific regarding limits. charges, etc.)

In Food and Beverage customer-contact employees do not seem to have as much
authority as their colleagues in Front Office. As it appears from Table 6.12, most
managers delegate a comparably low degree of authority to employees and they often
stressed that this does not include the authority to carry out any kind of financial
concessions to customers. More specifically, only in Sweden were employees reported
to have a very high degree of authority, which they could use to the extent that they
"feel comfortable". In England, most managers delegate a very high degree of
authority to their employees, but in some cases they withhold decision-making
authority regarding any kind of financial concessions. In the hotels where managers
do delegate such authority, employees are allowed to offer a complimentary glass of
champagne, a bottle of wine, write off a dish or make discounts in the customers'
bills. In those cases the authority was reported to be informal and not specific
regarding the limit up to which employees would have the authority to make
decisions. In Portugal and in Greece managers delegate a rather high degree of
authority to employees, which could also involve financial concessions, as, for
example, rebates and complimentary drinks, in order to resolve "small" complaints or
problems. For more serious ones employees are expected to involve the manager.
Employees' authority in both cases was not formal or specific in terms of its
boundaries. In Italy managers delegate a rather low degree of authority, not allowing
in most cases employees to make financial concessions, although in some cases it was
mentioned that some more experienced employees could do very small rebates or
write off small items from the bill. Finally, in Belgium and in the Netherlands
employees have a low degree of authority, which does not include any form of
financial concessions to guests. In case of complaints employees are in both cases
expected to involve the manager in charge. Regarding the reasons for the limited
authority delegated to employees, several managers in Italy and in Belgium
mentioned that there is a need to "drive people" by hierarchy and that "there is a 'gap'
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between a supervisor and a 'regular' employee" In Italy it was further emphasised
that delegation should occur within the job context o f the employees, as this is agreed
upon with the unions. In the Netherlands it was mentioned that "for guests it makes a

i difference, if a supervisor solves a problem" and furthermore that it is better for the
organisation of work i f a supervisor becomes involved, so that the employee will not
neglect the other guests while trying to resolve the problem. In general, as in Front
Office, a manager or assistant manager, with the commensurate authority to make the
decisions required, is always present in the Food and Beverage outlets.

Table 6.12: Employee empowerment in Food and Beverage
Counky Degree and form Authority regarding

England Ranging from low to very high, but not Most cases complimentary glass of champagne,
formal or specific regarding limits. bottle of wine, writing a dish off, discounts.

Occasionally, monetary transactions not allowed
for line employees.

Sweden Very high,  "up  to  w·here  employees feel    (Not specified)
comfortable" (not mentioned if it is formal),

Netherlands Low, not allowing monetary transactions or Complaints should be handled by supervisor.
giv e-aways. (Occasionally a very high
degree of authority delegated to shift-
leaders and above.)

Italy Ranging from low to moderate, usually not Occasionally rebates for minor amounts  or
allowing any kind of monetary transaction. writing off items. Also depending on employee.

Greece Rather  high,  but  not  formal  or  specific    Resolving "general" complaints.
regarding limits.

Portugal High, but not formal or specific regarding Handling small complaints, problems even by
limits. making rebates or offering complimentary drinks.

etc. For serious problems manager needs to be
involved.

Belgium Low, not allowing monetary transactions. Replacing a dish or wine, etc. Decisions about

complaint resolution should be made by person
in charge.

It is o f course very interesting to contrast managers' reports on the extent o f authority
delegated to employees with employees' own perceptions of their authority. This
information is presented in the third column of Table 6.13, which indicates that
employees in Greece, Sweden and England perceive they have the highest degree of
authority in their job and during service delivery in particular. They specifically
perceive having authority to make most of the decisions required in their job and their
authority extends to resolving independently work-related problems. They also
perceive they have authority to handle customer complaints according to their own
judgement and to invent their own solutions to customer related problems. In all three
countries these results are largely in line with the degree of authority that managers
claimed to devolve to frontline employees. Employees in Portugal, Belgium and the
Netherlands think they have a moderate degree of authority in their job, while
employees in Italy perceive having the lowest - comparably - degree of authority.
Especially the latter result seems to be fairly in line with the reports o f managers.

Regardless of the degree of authority that managers delegate to customer-contact
employees, they unanimously stressed the importance of immediate reaction to any
guest complaints or problems. Instant pacification of complaining customers was
stated by all managers to be paramount. Where employees have a comparably higher
degree of authority, they are expected to react immediately upon the complaint and
solve it to the guest's satisfaction. In case they think they cannot deal with the
complaint on their own, they are expected to immediately report it to a supervisor,

173



Chapter 6

however, they should first inform the guest of their intention. Should they take action
to resolve the problem and especially if they make financial concessions to the
customer for that purpose, managers expect to be informed about the problem and the
actions taken, in the event that a follow-up of the problem is needed at a later stage. In
the hotels or departments where employees have a low degree of authority they are
expected to report immediately the complaint or problem to their superiors, who
would then deal with it. As managers argued, this would free up employees, so as to
serve the other tables in the restaurant or the guests queuing at the reception desk and
thus prevent additional complaints and once it was also mentioned that "answering
complaints is not the job of a waiter" Overall, employees are expected to deal with
minor problems on their own, as, for example, in the restaurant correcting a mistake in
the order by replacing a dish or at the reception calling the maintenance personnel, in
order to resolve a technical problem in a room reported by a guest. But as managers
pointed out, the seriousness of a complaint also depends on the reaction of the guest.
While some guests may be immediately satisfied once the employee takes action to
resolve their problem, others could make a big issue out of a minor problem. In the
latter case employees would be better  off i f they contact the manager in charge.
Needless to say, that when the guest himself requests to talk to a manager, the
employees are expected to simply comply with this demand and involve the manager.

Table 6.13: Frontline employee perceptions of authority and empowered behaviour
per country (mean scores on 5-point scale)

Country Authority Empowered behaviour Financial concessions.
N (min) m (sd) N (min) m (sd) N (min) m (sd)

England          81        3.44 (.77)        76         3.63 (.63)         80        3.18 (1.37)
Sweden           20        3.71 (.68)         19         3.94 (.59)          20         3.95 (1.15)
Netherlands      36        3.24 (.81)        37         3.85 (.49)         38        3.55 (1.37)
Italy 190 3.01 (.98) 185 3.25 (.69) 187 2.11 (1.22)
Greece 13 3.77(.57)          13          3.99 (.55) 13 4.00(1.15)
Portugal          30        3.34 (.68)        30         3.69 (.50)         30        3.43 (1.10)
Belgium           53        3.29 (.80)        52         3.68 (.63)         53        3.13 (1.30)
a Last column refers to item E87 of empowered behaviour scale referring to the extent that

employees make "financial concessions to customers".

6.4.4 Form of Empowerment

In general, the hotels that have participated in the research do not seem to implement
what Brymer (1991: 59) calls "structured" empowerment by prescribing specific
guidelines about how employees should react to predicted service situations and
specific boundaries within which employees are allowed to make decisions. The
closest to structured empowerment concerns the departments were a formal limit was
reported defining in a way the extent of authority that frontline employees have. In the
hotels, where managers reported a very high or high degree of delegated authority, the
form of empowerment resembles to what Brymer (1991: 60) has named "flexible"
empowerment, which "allows the employees more latitude in making on-the-spot
decisions", within very broad guidelines and limits. According to managers, these
limits are defined in practice by the employees themselves, who are allowed to make
decisions "up to the extent that they feel comfortable". In many cases, however,
managers emphasised that decision-making and initiatives need to occur according to
guidelines and within "reasonable" limits, although they did not specify these in terms
o f their degree or content. They did claim though that these guidelines and limits are
clearly communicated to and known by employees by means of training, informal

174



The Empowerment Process in Practice

communication and presumably daily practice. As some managers argued, the
unpredictability of the business in general and the "uniqueness" of each customer
make it difficult to establish prescribed guidelines and boundaries of the employees'
authority. Needless to say that in all circumstances any decision-making and initiative
on the part of employees should be in accordance with the company policies.

6.5 Empowering Management Style

A critical factor in the empowerment process is the way that managers themselves
manage their subordinates. In this context managers were asked about the extent to
which they and the middle managers and supervisors in their department indeed
delegate authority to employees and encourage them to make decisions and take
initiatives on their own, about whether they trust employees' ability in making good
decisions and about what happens in the case of mistakes or wrong decisions. The
latter question referred to mistakes and wrong decisions made in the context of the
daily work and not to very serious or deliberate mistakes, which, as several managers
pointed out, could even lead to disciplinary measures.

The answers given by all managers were remarkably similar in all countries. All
managers claimed to very much encourage employee initiatives in serving customers,
which was also said to be part o f the SGSS standards, in which employees are trained
at the beginning of their employment. The company's "religion" is in fact to
anticipate guest's needs and employees are encouraged to offer something "extra" to
the guests, which will actually make the difference in the guest's experience. This is
in fact the aim of the "employee of the month" reward schemes, which strive to
formally recognise employees excelling in customer service. The difference between
countries lies o f course on the extent of authority that employees have in their job, as
this was described earlier and indeed several managers who reported not to delegate
much authority to employees, also said that they encourage them to take initiatives
and make decisions within the commensurate level of authority allocated to their
position. Occasionally managers noted that the extent to which they encourage
initiatives and decision-making may also depend on the employee and notably on his
personal experience and the competence that he has demonstrated in the past.

As far as the extent to which middle managers and supervisors actually delegate and
encourage employee initiative and decision-making, it was often mentioned that this
would also depend on the individual middle manager or supervisor. Many managers
were said to feel uncomfortable with delegating decisions for which they would be
held accountable and that they often prefer to have control of the decision-making
process, in order to ensure the interest of the company while maintaining quality
standards. As it was mentioned, there is some room for improvement in this area,
since many middle managers and supervisors "are accustomed to being empowered
by their superiors, but they in turn need to become accustomed to empowering their
own subordinates". This "cultural" change requires time and some managers
mentioned that there is improvement on this compared to the past. Quite often,
however, managers expressed their confidence that delegation and encouragement of
initiative and decision-making is very extensive in their hotel or department and they
further argued that this is the only alternative left to managers given the heavy
workload that they are faced with in their daily work. Many of them also claimed to
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"force" employees to use their own judgement by asking them "what they would do",
when employees come to them with a question.

Managers also claimed to trust the ability of employees to make decisions on their
own and that they will contact their superiors in case they cannot handle a situation.
Many actually claimed that they "have to trust employees", because of their heavy
workload, although occasionally this was mentioned to depend also on the individual,
his experience and personal competence. Many managers also argued that regardless
of their trust it is important to follow-up on decisions afterwards. However, they did
overwhelmingly state that they trust in "good faith" and many expressed their
confidence that employees' main concern is the guest experience and the interest of
the hotel.

In the context of this "good faith", most of the managers claimed to be quite tolerant
of mistakes and wrong decisions, which, as it was mentioned, are human. Managers
said that they praise the employee for making a decision in the first place, which "is
much more preferable compared to not having made a decision at all". Mistakes and
wrong decisions are part of the work and of the learning process and are in fact
evidence that employees take initiatives and try to do their job well. In terms of the
way that managers deal with mistakes and wrong decisions, most managers said that
they would first listen to the explanation that the employee gives to justi fy his mistake
or decision, since he or she "is the one standing in front of the guest and faced with
the situation". Where managers still disagree with the decision, they will explain this
to the employee and will also recommend alternatives for the future. A few expressed
concern about mistakes and wrong decisions, because they are "signals that there is
something wrong with the organisation" and would therefore take immediate action,
so as to prevent them from happening in the future. In case of very serious or repeated
mistakes or decisions against policy procedure, managers would make clear to the
employee that "this should never happen again" and, if necessary, they may address
the problem with additional training. In general, managers claimed that they deal with
mistakes and wrong decisions very professionally and that they would never punish,
make negative remarks or yell at the employee, as this will diminish his self-
confidence and will prevent him from making a decision again. Some managers
further emphasised that they "will always stand behind [employees]" and that this is

"'also "a genuine feeling [that] there is no 'bad guy

In order to compare the management style between countries it is interesting to look at
employee perceptions as these are presented in Table 6.14. As the scale measuring
"empowering management style" consisted of twelve items, it is interesting not only
to look at the mean scores of the total scale, but also at the mean scores regarding
some individual items. The first observation to be made is that employees in all
countries score generally positive regarding the management style of their superiors,
which is consistent with the impression given during the interviews with managers.
This is obvious not only in the mean scores of employees on the entire "empowering
management style" scale, but also on their mean scores in the rest of the items
presented. In particular, employees in all countries perceive that their superiors
"generally trust their ability   to make decisions in their  job"   (EMS 1),   that  they
"generally delegate a lot of responsibility to them" (EMS  5) and  that they "often talk
with them about mistakes they have made in order to learn from them" (EMS 7). To a
lesser degree, but in most countries towards the positive extreme, employees perceive
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that their superiors "generally support the decisions they make in their job, even if
they do not agree with them" (EMS 9).

Table 6.14: Frontline employee perceptions of empowering management style
(mean scores on 5-point scale)
Country N Entrusting Delegating Coaching Supporting Management

(min) EMS 1 (sd) EMS 5 (sd) EMS 7 (sd)   EMS 9 (sd) style (sd)
England            78 3.94 3.28 3.65 2.75 3.29

(.78) (.95) ( 96) (.91) (.55)
Sweden          18 3.95 3.35 3.45 3.25 3.29

(.83) (.75) (1.10) (1.07) (.44)
Netherlands     36         4 00 321 3.71 2.95 3.37

(.74) (.96) (1.01) (1.00) (.48)

Italy 181 3.57 3.50 3.51 2,69 3.08

(1.21) (1.09) (1.26) (1.20) (.78)
Greece                  13 4.15 3.77 4.15 3.23 3.72

(.90) (1.09) (.69) (1.17) (.58)
Portugal            30 4.10 3.80 3.27 2.60 3.29

(.76) (.85) (.87) (.72) (.57)
Belgium            53 3.66 349 3.87 3.04 3.23

(1.14) (1.01) (1.07) (1.04) (.65)

Regarding the extent to which managers trust employees' ability to make decisions,
employees ill Greece, Portugal, the Netherlands, England and Sweden report the
highest mean scores, whereas employees in Belgium and in Italy report somewhat
lower scores, but still very high. Regarding the extent to which superiors delegate
responsibilities, employees in Portugal and Greece report the highest mean scores and
are followed by their colleagues in Italy and Belgium. Surprisingly, employees in the
northern countries report a lower degree of delegation of responsibilities, but still
towards the positive extreme. Employees in Greece and Belgium receive the highest
degree o f "coaching", followed by their colleagues in the Netherlands, England, Italy,
Sweden and Portugal, all of them scoring again towards the positive extreme.
Employees in Sweden, Greece, the Netherlands and Belgium receive some degree of
support from their superiors on their decisions, whilst their colleagues in England,
Italy and Portugal seem to be rather negative in that respect. Finally, regarding the
extent to which employees are managed by an "empowering management style", the
highest scores are reported by the employees in Greece, followed by their colleagues
in the Netherlands, England, Portugal, Belgium, Sweden and Italy, who all score
towards the positive pole.

6.6 Empowered Behaviour

Very important  in the evaluation of employee empowerment  is of course the extent to
which employees actually make their own decisions and take initiatives during their
work and during service delivery. Tables 6.15 and 6.16 provide this information
respectively for Front Office and Food and Beverage.  It is recognised o f course that it
is difficult to present accurately the general picture of employee behaviour, since, as
managers themselves pointed out, this varies depending on the employee's
personality, experience and age and also on circumstances. The general impression
gained is that in most cases the extent of employee "empowered behaviour" is lower
compared to their commensurate degree of authority. Even in some hotels or
departments, where managers reported to delegate a comparably high degree of
authority, they mentioned that employees would very often seek for the assistance of
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their superiors, especially when it comes to making financial concessions to
customers or dealing with more serious problems.

Table 6.15: Degree and content of "empowered behaviour" in Front Office
Country Degree Content

England Ranging from low to very high Initiatives exceeding customers' expectations, writing off
(Low, because in many hotels the charges, making discounts, etc. in some hotels employees
team is fairly junior.) would seek the "backing" of their superiors when it comes

to financial concessions.
Sweden Very high. Adjustments to customers' bills up to a very high amount,

discounted rates, complimentary night, upgrades.
overbooking, making all necessary arrangements for a
guest with a reservation when his room is given away,
paying complimentary dinner, drinks, etc., initiatives
exceeding guests' expectations.

Netherlands Moderate. Employees will easily pass on responsibility to their
superiors. Very cautious with "give-aways".

Italy Ranging from low to rather high. Small rebates, overbooking, occasionally upgrading,
solving most of complaints and problems within the extent
of their authority. Usually decisions "affecting" revenue
made by superiors.

Greece Rather high. When necessary, adjustments to customers' bills,
complimentary drinks, \#riting off charges (mini bar, pay-
TV, etc.)

Portugal Very high. Make most of decisions (i.e. rebates, discounts in rates,
VIP treatment, complimentary drinks or even dinner) on
their own.

Belgium Rather high. Small adjustments to customers' bills (mini bar charges,
pay-TV etc.).

As far as Front Office is concerned, employees m Sweden were reported to
demonstrate the highest degree of empowered behaviour. When they consider
necessary they will make rebates to guests, which can be up to a very high amount,
they will discount a room-rate, offer complimentary drinks or dinners, make an
upgrade or even offer a complimentary room-night. When the hotel is near full
occupancy they even make decisions about overbooking and if a guest with a
reservation arrives while the hotel is full, they make all the necessary arrangements to
accommodate the guest4. For example, they book him in another hotel, pay for his
transportation to the hotel and to his work, pay for his telephone calls at the other
hotel, for his dinner and once a room is available the guest will be offered a room
upgrade and VIP treatment. The employees make all these arrangements without
having to consult with their superiors. The particular Front Office team was
considered to be "very strong" and as often exceeding guests' expectations. In one
such example, an employee sent to a guest at home in the US a photo album of
Stockholm, when she was informed that all the films with the pictures that the guest
took during his stay in the city were destroyed during developings. As was
characteristically said such decision-making and initiatives are "a natural way of
thinking in Sweden".

In England the degree of empowered behaviour was reported to range from low in
most cases to very high in one case. It is noteworthy that many times managers
reported a rather low degree of empowered behaviour, even when they reported to

4 The author had the opportunity to wimess that in person at the "back-stage" of the reception desk. as
the employee survey in the hotel in Sweden coincided with a hectic night due to overbooking.
5 The guest subsequently wrote a letter to the General Manager of the hotel praising the act of the
receptionist, which was attached on the notice board in Front Office, where the author read it.

178



The Empowerment Process in Practice

delegate a high degree of authority. This was explained by the fact that the Front
Office teams were fairly "junior" and therefore many employees did not have the
experience to attempt making more "serious" decisions or taking initiatives. For such
decisions and especially when these involve financial concessions, junior employees
often seek the "backing" of a superior. Nevertheless, even in those cases managers
said that employees were developing the behaviour, which they were expected to
develop considering the time that they were employed in the hotel and that they (i.e.
the managers) were satisfied with employees' performance, at least as far as
empowerment is concerned. Occasionally, they also mentioned examples o f initiatives
that employees have taken beyond their "call of duty". In the one case that employees
were reported to demonstrate a high degree of empowered behaviour, employees
would mostly make their own decisions and take initiatives, "within their extent of
authority" In order to resolve complaints or problems they would make, among
others, financial concessions to guests and they would repeatedly take initiatives
exceeding guests' expectations, which the guests themselves often report in "guest
compliment cards"

In the Netherlands employees were said to demonstrate a moderate degree of
empowered behaviour, although again it was emphasised that this would depend on
the individual. In general, however, employees would very easily "pass on
responsibility to their superiors", especially when it comes to more difficult service
situations and they were also said to be very cautious about making financial
concessions and "give-aways". Managers in the Netherlands acknowledged that there
is room for improvement and that employees need to be encouraged more and get
accustomed to the new "philosophy" of service delivery.

In Italy the degree of empowered behaviour was reported to range from low to rather
high, with employees, however, doing "a good joo within their extent o f authority. In
most cases, decisions "affecting income" would be made by the manager in charge,
although in some cases employees were given the freedom to make on their own small
rebates, upgrades and even overbooking, in the case o f very regular guests.  0 f course
such behaviour was said to vary among employees, with some employees assuming
more responsibility than others, but "the majority would manage most of the every
day problems well in the context of their job description".

In Portugal employees were reported to demonstrate a very high degree o f empowered
behaviour. They would make most o f the decisions required in their job on their own
and they would make financial concessions to customers, in order to resolve
complaints or problems, without consulting their superiors. In Greece employees were
reported to develop a rather high degree of empowered behaviour. When necessary
they would also make financial concessions to customers without asking for the
approval of their superiors.

Finally, in Belgium managers reported a rather high degree of empowerment, which
would again depend largely on the individual and his or her experience, with more
junior staff being very fast in seeking the advice o f their superiors.  This is o f course
anticipated, as the emphasis during the first months lies mostly on learning the
specific tasks of the job, which they should master fairly soon. Employees with more
experience, however, would try very hard to deal with a difficult situation on their
own before they resort to the assistance o f their superiors. Employees would make in
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that context, and on a routine basis, financial concessions to guests (e.g. write offmini
bar or pay-TV charges) and they would resolve problems and complaints most of the
times very successfully on their own. Again managers mentioned that there is area for
improvement and for "getting much more out o f the people".

Food and Beverage managers reported, as expected, a lower degree of employee
empowered behaviour compared to their colleagues in Front Office. In England
employees in most cases were said to demonstrate a low to moderate degree of
empowered behaviour, restricted to decision-making about routine issues or
"minimal" complaints, such as, for example, replacing a dish. For more serious issues
or complaints they would be "very quick in involving the manager" and when it
comes to financial concessions or "give-aways" they would most of the times prefer
to have the manager "back-up" their decision. In some cases even employees working
longer in the hotel would feel uncomfortable with making such decisions, because
they have not been accustomed to  a long "tradition" of empowerment.  For most cases,
however, the degree of empowered behaviour is gradually increasing with experience.
In the one case that employees were reported to demonstrate a very high degree of
empowered behaviour, they engage on a daily basis in decision-making, problem
solving and complaint handling, even by making financial concessions to customers
and very often "go out o f their way" to please customers, by satisfying, for example, a
customer's special request for an item not included on the menu.

In the Netherlands employees were reported to demonstrate a low degree of
empowered behaviour, which is rather restricted to initiatives for serving customers
and with complaints handled by supervisors. Occasionally, a bartender may offer to a
guest a complimentary drink on his own initiative, but usually the supervisors or
managers make decisions involving financial concessions. Younger employees,
willing to develop and grow in the job, usually demonstrate more initiative, whereas
older ones prefer to focus on the execution of their immediate job duties.

A similar situation was described in Italy as well, where managers reported that
empioyees demonstrate a low degree of empowered behaviour, which, however,
varies among employees, with some obviously engaging more effectively in decision-
making than others. In general, employees perform their designated tasks efficiently
and in that context they often resolve small complaints or problems (e.g. replace a

dish), in order to keep customers happy. Empowerment was said to be quite new in
Italy and the organisation of work  in  the past did not allow a possibility for decision-
making and creativity. Currently, employees gradually take more initiatives, with
"younger ones responding better" and being quite creative, while older ones that
constitute the majority of the staff being more resistant to change.

In Greece employees were reported to demonstrate a rather high degree of empowered
behaviour and employees would engage effectively in complaint and problem
resolution on their own. In Portugal employees were reported to demonstrate a high
degree of empowered behaviour, which would also involve handling of simple
problems even by making financial concessions. For more serious problems
employees in Portugal would involve the manager and "they have a lot of experience
to determine when this is necessary"
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Finally, in Belgium managers reported that employees demonstrate a low degree of
empowered behaviour and in most cases focus on the execution of the immediate
tasks of their job without engaging in decision-making or initiative-taking. In some
cases they would resolve on their own very small problems or complaints (e.g. replace
a dish or move a guest to another table), but when facing more di fficult situations they
would seek the assistance of their superiors.

Table 6.16: Degree and content ofempowered behaviour in Food and Beverage
Country Degree Content

England Most cases ranging froni low to Resolving small complaints or problems (e.g.
moderate, occasionally  very  high  In   changing a dish if customer is not satisfied) small
many cases employees do not make rebates, complimentary drinks, etc. Occasionally
financial concessions w'ithout consulting going "out oftheir way" to please customers.
their superiors.

Sweden (Not specified) (Not specified)
Netherlands Low, with younger employees Complaints usually handled by supen·isor.

demonstrating more initiative Sometimes a complimentary drink at the bar
Italy Low·, but gradually increasing. Resoh·Ing small problems (e.g. change a dish). Also

depending on employee. Younger employees
usually demonstrating more Initiative.

Greece Rather high. In general resolving complaints.
Portugal High. Resolving small complaints, problems. Have

enough experience to judge when to involve a
manager.

Belgium Low. No financial concessions. Resolving only small complaints (e.g. replacing a
dish, moving a guest to another table ctc.).

Information about the way that the employees themselves evaluate their own
performance is provided in Table 6.13. In particular, the fifth column of Table 6.13
reports employees' mean scores for all items in the empowered behaviour scale,
whereas the last column refers specifically to the question related to financial
concessions, which it is interesting to examine separately. The most interesting
observation to be made is that the mean scores on the question about financial
concessions are lower for most countries - except Greece and Sweden - compared to
the scores on empowered behaviour. This is consistent to the picture described by
managers that employees are a bit more hesitant when it comes to making financial
concessions to customers. According to Table 6.13 employees in Greece and Sweden
perceive to exercise the highest degree of empowered behaviour and also the highest
degree of financial concessions made to customers, which is consistent to the picture
described in the interviews. Therefore, employees in these countries perceive to
demonstrate initiative and creativity during the delivery o f service to customers and to
generally function independently in the performance of their tasks. More specifically,
they perceive generally relying on their own judgement  to  make the majority  of
decisions required in their job.  They also perceive exercising the desired "empowered
behaviour" during the delivery of service, by inventing creative ways to please
customers and by taking initiatives exceeding expectations. They further report
practicing the so-called "ownership of complaints or problems" by taking action to
resolve a customer problem, even if this problem is not directly related to their area of
responsibility. They also perceive fulfilling the principal demand of the notion of
empowerment for "creative rule-breaking", when this is required for the sake of
customer satisfaction. Finally, as already mentioned they will not hesitate to make
financial concessions to customers by adjusting their accounts, in order to resolve a
customer complaint or problem.
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Contrary to expectations considering the information provided by managers,
employees in the Netherlands perceive exercising a comparably high degree of
empowered behaviour, which even includes making financial concessions to
customers when they consider necessary. Employees in Belgium and England also
report a high degree of empowered behaviour, although they seem to be fairly
cautious when it comes to making financial concessions. This seems to reflect the
picture described by managers. as in both countries Food and Beverage managers
reported that employees would normally not make any kind of financial concessions
to customers without prior approval from their superiors. As expected, employees in
Portugal perceive exercising a relatively high degree of empowered behaviour, which
to a lesser degree may pertain to making financial concessions to customers. Finally,
employees in Italy perceive to exercise the lowest - comparably - degree of
empowered behaviour, which is drastically lower when it comes to making financial
concessions. This fits ideally with the picture described by Italian managers, who
indeed emphasised on the one hand that "employees do a good job within their extent
of authority", but stressed on the other that decisions affecting income are mostly
made by the managers or supervisors in charge.

6.7 The Cultural Relativity of Empowerment

A central aim of the present study  is to examine whether there are cultural differences
affecting the implementation of empowerment, in other words whether the application
o f empowerment is to some degree culture-bound. The opinions o f the managers who
deal in their everyday job with a multi-cultural workforce and who in many cases
have had working experience in various countries and cultural contexts are of great
value here. The first question asked whether they believe that there are differences in
the way people are managed due to the cultural context from which they originate.
The second question was specific   to   empowerment and asked whether managers
believed that the individual's cultural background had an impact on the way that
individuals respond to empowerment.

The overwhelming majority of managers immediately stated that. to their experience,
there are indeed differences among individuals that originate from different cultural
contexts, although the extent of these differences would largely depend on the
individual as well. In general, these managers related these cultural differences to
differences in religion and customs, differences in educational level and differences in
behavioural characteristics, which touch upon cultural values. In relation to
differences in religion and customs, which, however, are not the central focus o f the
present study, managers stressed that there is a need to be aware of these differences
and respect them and "to work around these when possible", especially since many
hotels rely upon a multi-cultural pool of labour. For example, managers need to be
aware o f and respect the fact that some people need to pray at certain hours during the
day or that there are some days that they would rather not work for religious reasons.

Managers also related cultural differences to differences in educational level, which
are usually more intense between countries of the developing world and those of the
developed world. As it was argued, because of the lower educational level in
developing countries, employees tend to be less self-managing and to rely more on the
manager to give them direction. On the contrary, employees in the developed world,
because of their comparably higher educational level, tend to be more self-managing
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and therefore expect and demand to be empowered. Nonetheless. some managers
emphasised that employees originating from the developing world, who have a high
educational level generally have the same potential with individuals of an equivalent
educational level in the developed world. These managers did not recognise any
significant differences among European cultures, which are the centre of attention
here.

Many managers though did identify differences among cultures pertaining to different
values, which are specific to the context in which individuals were brought up. They
further recognised the influence that individuals' cultural background has on the
extent to which they are willing or able to become empowered. In general, they
identified resistance to empowerment in cultures that Hofstede has clustered as large
power distance, such as Malaysia, India, Philippines, Arab and African countries and
Turkey. Although many of them made a "cultural" distinction between these countries
and European ones, quite often they were able to identify differences even within
Europe, considering mostly countries of the south (i.e. Greece, Italy, Spain and
Portugal) as more resistant to empowerment than north-western ones. Interestingly, in
justifying their responses, they quite often used arguments that remarkably echoed
those used by Hofstede. Hence, many managers stated that individuals originating
from the above countries have been accustomed to a more directive management style
and are prepared to follow instructions rather than take their own initiatives. Such
cultures "would keep the hierarchy in control", making a clear distinction between
manager and subordinate. According to one manager, employees in these cultures
would  "come  to  you  for  a  lot of questions...[and]  as a whole  don't  like  to  take
decisions, they tend to say 'you are the boss, you make this decision"'.  Or as another
manager put it, in such cultures "there is an expectation on the part of the employee
that 'I am working for you, you tell me what to do and I don't want responsibility for
me -,

. These real-life experiences confirm Hofstede (19838: 398), who argued that in

large power distance countries subordinates will not only expect and feel comfortable
with an autocratic leadership style, but they "will, in fact, by their own behaviour
make it difficult for leaders to lead in any other way". As a result, it was mentioned
that managers need to adopt a more directive management style and provide direction,

"'"a lot of guidance", coaching and "a lot of 'pat on the back One manager even
related directly individuals' behaviour in the workplace regarding empowerment with
their role in the family. In particular, the manager noted that "because...at home they
are never authorised to make any decision and they have to follow the rules of the
father...they will have more difficulty in their job  to try to make decisions, because
they have the habit at home to be behind their father and follow their father". This
observation strikingly echoes a fundamental argument of Hofstede  (1991 :  35)  who
argues that "it should not surprise anybody when attitudes towards parents, especially
fathers, and towards teachers, which are part of our mental programming, are
transferred towards bosses".

On the contrary in countries that Hofstede has clustered as small power distance,
managers often recognised "a natural fit" with the notion of empowerment. In those
cultures "staff expect to be given a lot of responsibility and a lot more of
empowerment and they...would resent a manager who would be quite
authoritative...working over their shoulders all the time".  In fact, employees would
actually take initiatives and make decisions on their own and "after they made those
decisions they tell you 'by the way, I made this decision"'. Again, striking is the
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illustration in industry practice of Ho fstede's (1980: 57) assertion that in small power
distance countries employees would not only expect to be led in a participative style,
but would "not necessarily wait until their boss takes the initiative to let them
participate". Moreover, in such a cultural context the manager recognised that "[he]
couldn't come in and adopt a directive style of management. [He] would just come up
against the waH, because they would say 'why are you doing this, you don't need to
tell me this, I know this already"'. This recognition on the part of the manager of the
imperative to adapt his management style to the "cultural conditioning" of his
subordinates precisely confirms another fundamental belief of Hofstede (1980: 57)
that "leaders cannot choose their style at will".

In many cases managers provided more specific information about the cultural context
in their country. In Sweden, empowerment was considered to be "a natural way",
because of the egalitarian values that characterise Swedish society. As it was
mentioned, people in Sweden "are brought up believing that [they] are equal" and
they learn to express freely their opinion and to take on more responsibility. Indeed, it
is known that the belief in participative management actually originated in
Scandinavia (and North America), where "political democracy and the importance of
the individual were deeply embedded" (Bass, 1990: 785). Interestingly, Swedish
employees were often reported to be relatively more "empowerable" also by other
managers. The latter was also mentioned about employees in the Netherlands who
were described as having more opportunities for good education and as generally
demonstrating more initiative. In England managers emphasised the intense multi-
cultural element of the workforce and that they very much rely upon it to satisfy their
needs in personnel. They therefore need to adapt to the demands of this multi-cultural
workforce and to be very flexible and this was mentioned to make "things move on
pretty quickly" in England, especially compared to continental Europe. Employees in
England were overwhelmingly reported to "expect and demand empowerment" and
sporadically this was accredited to their high educational level.

In Italy, managers immediately stressed the distinctive cultural, legislative and
management context, which differentiates Italy from the other European countries. As
far as the cultural context is concerned, managers pointed out that in Italy "sometimes
things have a certain meaning among Italians" and that "in Italy you have to be an
Italian to do things". As an example, a manager pointed out that when Italian people
look for a job they do not go directly to the company, but they try to make
arrangements through personal acquaintances. This appears to be consistent with a
" "
particularistic value orientation with reference to work, which "implies

institutionalised obligations to friends" and is more common in Latin developing
countries and also in Greece (Bass, 1990: 773). However, according to Hofstede
(1991: 63) such attitude appears to fit more in a collectivist culture6 ..where an
employer never hires just an individual, but a person who belongs to an ingroup".
Nevertheless, it is possible that such behaviour may also be influenced by the strong
uncertainty avoidance of South European countries, where "hiring persons from a
family one already knows reduces risks" (ibid.: 64). The same manager actually
asserted that "you cannot compare Italian with German or with [other Europeans]"
and  that this could happen "in twenty or thirty years maybe...because  o f the  way
Europe now goes, but it will take a lot". This belief echoes the core proposition of

0 Italy in the IBM study ranks considerably high on individualism
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Ho fstede regarding both the stability of values over time and foremost their resistance
even to very powerful converging forces, as is the European unification.

Consistent with the expectation described in Chapter 4 regarding the reluctance of
managers in large power distance cultures to devolve "sensitive" information to the
lower levels of organisational hierarchy, managers in Italy occasionally admitted that
this is indeed true. As one manager characteristically mentioned, "the mentality is not
to give these kind of numbers (i.e. operational results)" Another manager bluntly
admitted that "[he] will not inform the people about some general results of the
company" and "[he] would be tempted to say that there are many general informations
[i.e. kinds of information] that need to be kept secret". The managers in Italy also
referred to the highly regulated and "unionised" environment, which makes it difficult
to delegate, because any responsibility or authority beyond the job context, as this is
prescribed by union agreements, is considered as job enlargement and "the employee
will say 'it's not my job For the same reason it is also difficult to establish",

incentives to stimulate performance, since employees of the same rank should be
compensated in the same way and as a consequence managers "have to push people
more". The legislative context in a way prescribes distinct roles for managers and
employees in terms of their authority and responsibilities and thus hinders
empowerment. In relation to the distinct cultural and legislative context managers in
Italy generally stressed the need to involve employees in an informal way and to adopt
in general a more informal and personal approach to management. Except for the
aforementioned contextual impediments to empowerment, managers in Italy often
referred to what could be considered as opportunities for empowerment. For example,
they pointed out several times that Italians "know how to manage" and "how to get
out of a problem" and are in general very loyal and creative and this was also
mentioned in other countries. On one such occasion a manager in England stated that
"the professionalism level of Spanish and Italians is that they want to do it right for
the customer and sometimes to hell with Company policy or what it is, if they don't
think it's right. They would want to do what is best for their client at that time". This
is certainly the ideal individual predisposition for the exercise of empowered
behaviour during service delivery.

In Portugal and Greece not much information was provided regarding the cultural
context in those countries, although in Greece it was once mentioned that "people
generally like to be told what to do" Indeed, in a study addressing the basic
characteristics o f Greek management Bourantas and Papadakis (1997: 18) refer to the

so-called "fear of responsibility" (expressed in Greek with the term 'euthynophobia'),
which "is commonly used by Greek bosses to justify the lack of delegation of
decision-making prerogatives to lower management". Such "fear of responsibility"
echoes a culture with strong uncertainty avoiding values and is consistent with the
expectation that employees in such cultures would often seek direction and await
instructions from their superiors, especially when dealing with non-routine situations.
It must be noted, however, that from the limited information provided in both these
countries (i.e. Portugal and Greece) the described picture seems to deviate from the
expected one considering the large power distance and strong uncertainty avoidance
of both these countries. For Greece, such picture is in fact described in the study of
Bourantas and Papadakis (1997: 23), who found that "companies are dominated by
centralised power and bureaucratic roles [which] reflects the autocratic nature of

"Greek industrialists and is consistent with much previous research
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Managers in Belgium, who also deal on a daily basis with a multi-cultural workforce,
unanimously agreed that there are indeed cultural di fferences, especially between
European cultures and those from the developing world and occasionally also among
European countries. Such differences were argued to affect the implementation of
empowerment and in one case a manager stated that in comparison to Belgian
employees the neighbouring Dutch "show maybe that they take more initiative".

Despite the overwhelming recognition that there are indeed cultural differences
affecting employees' behaviour at work and furthermore their openness to
empowerment, it was emphasised that in the end employee behaviour largely depends
on the individual, on his or her personality and on his or her particular experiences
and background. For example, one manager argued that employees who are working
in the hotel for a long time "are not about to change overnight" and will not easily
take on board empowerment. Another manager, although dismissing the idea that
certain cultures may be more resistant to empowerment, did acknowledge the impact
of culture on individuals. In his own words "if you take your typical view of a
German person that's maybe trained in the US, then that completely goes wrong,
because it just blows the traditional values of what you think a German person is
completely about; because they got this American influence, which is very
open...rather than maybe the German, which tends to be...a little more serious, about
making a decision". Finally, in two cases managers stressed the "converging"
influence of the business context of an international chain hotel, to which employees
invariably are trained and eventually adjust. In conclusion, most managers agreed that
there is often a need to adapt to this multi-cultural element of the workforce and to
adjust, when necessary, their management and communication style in order to
achieve their goals. Many managers stressed the importance of cross-cultural
awareness and even cross-cultural training in order to deal with such a multi-cultural
workforce more effectively. Needless to say, that in the hotels where this multi-
cultural element is more intense, managers referred to it as an interesting asset and a
strength.

It is maybe informative to refer here to the uncertainty avoidance scores presented in
Table 5.5 in the previous chapter. According to Table 5.5, Greece, Belgium, Portugal
and Italy are classified in the sample as strong uncertainty avoiding cultures, whilst
Sweden, England and the Netherlands are classified as weak uncertainty avoiding
cultures. Following the theoretical implications of the dimension of uncertainty
avoidance on the application of empowerment developed earlier in the conceptual
framework, the classification of most countries seems to be consistent with the
findings of the qualitative analysis regarding empowerment. Indeed, the qualitative
data have revealed a comparably low degree of empowerment of employees in Italy
and Belgium, which have also been measured as strong uncertainty avoiding cultures,
as opposed to Sweden and England, which have been measured as weak uncertainty
avoiding cultures. This does not hold for Greece and Portugal, which albeit measured
as strong uncertainty avoiding countries, have been described in the interviews as
implementing a comparably high degree of empowerment. However, the
representation of these countries in the sample by only one hotel is not sufficient in
determining an accurate picture regarding empowerment. Finally, the overall picture
regarding the application of empowerment  in the Netherlands seems to be inconsistent
with its classification as relatively weak uncertainty avoiding culture.
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6.8 Conclusions

The information generated from the interviews with the managers and occasionally
through company documentation and observation not only serves to understand the
broad context regarding the hotel company, but already points to some answers to the
questions addressed in this study. The interviews indicate that the corporate policies,
practices and programmes of the hotel company offer an environment supportive to
empowerment. In practice, where empowerment is theoretically favoured by the
cultural context (i.e. England, Sweden), empowerment was consistently embraced and
widespread. All managers verified the popularity of empowerment in the industry and
were also in a position to offer a definition of the concept, which was very close to the
operational definition used in this study. In fact, most managers not only defined
empowerment as "delegation of decision-making authority", but quite often related
the concept specifically to customer-contact employees in the context of service
delivery and quality. This is another confirmation of the distinct meaning of
empowerment in the context of hospitality in general and the hotel industry in
particular. The information collected clearly indicates that there are indeed
implications in applying empowerment in different cultural contexts. It is here that it
is certainly more interesting to elaborate on some of the basic conclusions emerging
from the preceding cross-national comparison  o f the empowerment process.

The general context in countries in the south (and especially in Italy) seems to be
rather unfavourable for the implementation of empowerment, at least when compared
to the north. Primarily, managers in southern countries expressed their reluctance to
delegate decision-making authority and responsibility to frontline employees, also
arguing that employees in these countries have a preference for direction and are less
inclined to assume extra responsibility. It is further interesting to note that
empowerment is more extensive in the Front Office department than in Food and
Beverage. Secondly, the general legislative framework, as described by managers,
seems to hinder employee empowerment both directly and indirectly. Directly,
because it does not allow managers to delegate authority to employees beyond the
rigidly defined job description and indirectly, because it hinders the adoption of
practices that are supportive to empowerment,  as, for example, the institution of merit
pay and performance-related incentives. And thirdly, the long tenure of employees
with the hotels in southern countries makes them less receptive to changes in their
role and generally makes   it di fficult to introduce changes   in the working
arrangements. Interestingly, the exact opposite situation (i.e. high labour turnover) in
northern countries (mainly in England) also limits the extent to which the workforce
embraces empowerment, as it generally lacks the required job experience.

The above limitations may be attributed to some extent to cultural values and
specifically to the large power distance and strong uncertainty avoidance culture,
which is predominant in southern countries. In relation to managers' reluctance to
delegate, managers themselves often justified this by expressing beliefs that directly
point to large power distance values, such as the "need to drive people by hierarchy"
or the perceived "gap between a manager and a regular employee". On the other hand,
managers in the north also referred to the prevailing cultural values, which are
typically related to small power distance, such as democratic values and freedom of
speech. To contrast the expressed view in the south about the "gap" between
managers and employees, managers in the north often stressed that "employees are the
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experts", as they are the ones dealing with the customers on a daily basis and that they
are the ones who are the most appropriate to decide upon a service problem, since
they are the ones involved in the situation. Furthermore, managers often referred to
cultural factors in order to account for employee reluctance or willingness to accept
empowerment. Managers, for example, often recognised a general tendency of
employees originating from countries high on power distance and uncertainty
avoidance to look for direction from their superiors or to simply avoid assuming any
responsibility or decision-making.

The research further points to important differences between north and south with
respect to management practices, such as selection-recruitment, training and the
availability of performance-related rewards. Selection-recruitment and training are
clearly influenced by distinctive differences in the labour markets in each country. In
northern countries and especially in England, the tight labour market caused by high
levels of competition and high labour turnover impels management to extend the pool
of recruits in the international market by using a wide variety of sources. In contrast,
in the southern countries low labour turnover reduces substantially the hotels'
recruitment needs and a "good" labour market allows hotels the luxury of satisfying
these needs locally. This further influences the management practices in relation to
training. In particular, the low labour turnover in southern countries makes investment
in a systematic training process redundant, as there is sufficient time for employees to
learn their tasks on the job, without this having any effect in the operation of the
hotels. On the contrary, in northern countries the high labour turnover makes
investment in training necessary, so as to ensure that newly hired employees are fully
operational in their job as soon as possible. Finally, southern countries are
distinguished for their overall preference for equal compensation systems, which is
occasionally also imposed by the local legislation. Adversely, in the north more
opportunities are offered for the institution of performance-related rewards, although
these are not fully reaped, as they are usually restricted to small incentive schemes,
which do not have a significant impact on employees' overall compensation.

In summary, the preceding cross-national comparison has also uncovered - and
/' therefore confirmed - the often supported distinction between north and south Europe.

This finding already casts doubts on the validity of global assertions made by
empowerment theory and occasionally also on the accuracy of global truths ascribed
to work in hospitality (e.g. labour turnover). The role of national culture in underlying
the observed differences has sometimes been explicit and this generally reinforces the
presumed cultural relativity of empowerment. The distinction between north and
south will also be explored in the quantitative analysis in the following chapter, which
will  further test the validity o f the supported research hypotheses. The findings o f this
analysis will be compared with and contrasted to the findings of the qualitative part
and an overall evaluation will lead to the final conclusions of this study.
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CHAPTER 7

CONTRIBUTORS TO THE EMPOWERMENT PROCESS IN PRACTICE

7.1 Introduction

This chapter presents the results of the quantitative analysis conducted in the data  :
generated from the employee survey. In particular, the research hypotheses presented
in Chapters 3 and 4 are examined to discern the contributors to empowered behaviour,
as well as the extent to which cross-national differences impinge upon the
empowerment process in the hotel industry. This will be done by means of multiple
regression analysis, which is used to depict the relationship between one dependent
variable and a number o f independent variables. For the model proposed by this study,
multiple regression analysis is used to depict the relationship between employee
empowered behaviour (dependent variable) and a set of management interventions
and behaviours, as well as employees' national background (independent variables).
Regression analysis is further used to examine quantitatively some of the findings o f
the qualitative part o f the research.

The following section (7.2) presents the results of the main regression analysis on  ,
empowered behaviour, which are used to test the research hypotheses. Section 7.3
further explores and discusses the relationships found and contrasts these to the
findings of the qualitative analysis. Finally, in Section 7.4 additional exploratory
analysis is conducted in order to exaniine further the differences observed in the
previous chapter between north and south Europe, as well as the differences
uncovered regarding empowerment between the departments of Front Office and
Food and Beverage.

7.2 Contributors to Empowerment

Table 7.1 presents the variables entered in the regrtssion model and provides an  -
explanation of the parameter estimates. The model consists of seven variables
included in the conceptual model, namely "customer-oriented culture", "delegation of
authority", "empowering management style", "openness of communication", "sharing
of information", "empowerment training" and "performance-related rewards". The
two identified cultural clusters, namely "south/east Europe" and "north/west Europe"
are measured with the dummy variable "South Europe", which represents differences
of employees in south/east Europe with employees in north/west Europe. Employees
have been classified in each cluster following the process described in the previous
chapter (Table 5.9). The rest of the variables correspond to the six "control variables"
of the conceptual framework. Except for the variable "age", which is simply entered
in the equation as a continuous variable, the rest of these variables are measured with
dummy variables (Hardy, 1993), as described in Table 7.1.

For the scales of customer-oriented culture (5 items), delegation of authority (4 items),
openness of communication (4 items), sharing of information (5 items) and
empowerment training (5 items) only cases with at least 3 completed items were
included in the analysis. For empowering management style (12 items) and
empowered behaviour (6 items) only cases with at least 8 and 4 completed items
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respectively were included. For performance-related rewards only cases with all items
completed were included due to the small number of items (3). Cases including
missing data in the socio-demographic questions were not included in the analysis.

The results of listwise regression analysis of the model's variables on empowered
behaviour are presented in Table 7.2. These results allow testing of the research
hypotheses, which will be done separately for the identified management
interventions  (Hl   to  H9) and national culture  (H 1 Oa  to  H 1 1 c) Subsequently,  the
impact of individual related variables is also examined. The findings regarding the
research hypotheses are summarised in Table 7.4.

Table 7.1: Explanation of variables
Variable in model Explanation

Empowered behaviour Empowered behaviour scale

Age (Continuous variable)

Education 4 (secondary school or lower) Dummy variables: Each dummy represents differences
Education 3 (further education/vocational with employees who have a university education
training) (reference group).
Education 2 (non-university higher
education)
Males Dummy variable: Represents differences with female

employees (reference group).
Perm. full-time Dummy variable: Represents differences with

employees having a contract other than permanent
full-time (reference group).

Front Office Dummy variable: Represents differences with
employees in Food and Beverage (reference group).

Tenure 1 (up to  18 months) Dummy variables: Each dummy represents differences
Tenure 2 (from 19 to 5 years) with employees working in the hotel for more than 10
Tenure 3 (from 5 to 10 years) years (reference group).
Culture Customer-oriented culture scale

Delegation Delegation of authority scale

Management style (ems) Empowering management style scale
Communication Openness of communication scale
Information Sharing of in formation scale

Training Training scale

Rewards Performance related rewards scale
South Europe Dummy variable: Represents differences with

employees in North Europe (reference group)

Management interventions

Hypotheses 1  through 9 examine the influence of the earlier mentioned management
interventions, with the exception of hypotheses 2 and 6, which were eventually not
tested. The results of this analysis  for each research hypothesis are presented below:

Hypothesis   1 : This hypothesis predicted a positive contribution of delegation of
authority to empowered behaviour. In particular, it predicted that employees who

4      perceive they have a higher degree of authority in their job would report exercising a
higher degree of empowered behaviour during service delivery. The results show
indeed a very strong positive contribution of delegation of authority to empowered
behaviour, which is statistically significant at the p<.001 level. Following the results,
delegation of authority accounts for the largest proportion of variation in empowered
behaviour. Therefore, hypothesis 1 is supported.
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Hypothesis 3: This  hypothesis  predicted  a  positive  contribution  o f empowerment
training to empowered behaviour and in particular that employees who perceive they
have received a higher degree of empowerment training would report exercising a
higher degree of empowered behaviour during service delivery. The results do not
confirm the predicted relationship. Therefore, hypothesis 3 is not supported.

Hypothesis 4. The hypothesis predicted a positive contribution of performance-related
rewards to empowered behaviour. It specifically predicted that employees who
perceive that rewards are linked to individual performance would report exercising a
higher degree of empowered behaviour during service delivery. The results of
regression analysis do not confirm the predicted relationship. Therefore, hypothesis 4
is not supported.

Hypothesis   5. The hypothesis predicted a positive contribution of empowering
management style to empowered behaviour. In particular, it predicted that employees
who perceive they are managed by an empowering management style would report
exercising a higher degree of empowered behaviour during service delivery. The
results of regression analysis do not confirm the predicted relationship and therefore,
hypothesis 5 is not supported.

Table 7.2: Results ofmultiple regression analysis on empowered behaviour
B.           R2 (R2 adi·) AR2

Age .01

Education 4 (secondary school or lower) -.07
Education 3 (further education/voc. training) -.13
Education 2 (non-university higher education) -.06
Males .05

Per. Full-time .07

Front Office -.09
Tenure 1 (up to 18 months) -.06
Tenure 2 (from 19 months to 5 years) -.17*
Tenure 3 (from 5 to 10 years) -.10 .04 (.01) .04

Culture .16**
Delegation .44***

Management style .15

Communication -.07
Information -.17*
Training -.02
Rewards -.03 .28***

(.24) .24
***

South Europe -.21 ...
.31

...
(.27) .03

...

' Standardised final B s, when all variables are in the equation
N=300
- P<.05, ** P<.01,

...
p<.001

Hypothesis 7. This hypothesis predicted a positive contribution of customer-oriented
culture to empowered behaviour. Specifically, it predicted that employees who
perceive the organisational culture to be customer-oriented would report exercising a
higher degree of empowered behaviour during service delivery. The results show a
strong positive contribution of customer-oriented culture to empowered behaviour,
which is statistically significant at the p<.01 level. Therefore, hypothesis 7 is
supported.

Hypothesis 8. The hypothesis predicted a positive contribution of sharing of
information to empowered behaviour. It predicted, in particular, that employees who
perceive that management shares with them more information will report exercising a
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higher degree of empowered behaviour during service delivery. Contrary to
expectations the results reveal a negative contribution of information sharing to
empowered behaviour, which is significant at p<.05. This result suggests that
employees who perceive that management shares with them a higher amount of
information report exercising a lower degree of empowered behaviour during service
delivery. Therefore, hypothesis 8 is not supported.

Hypothesis 9: Finally, hypothesis 9 predicted a positive contribution of openness of
communication to empowered behaviour. In particular, it predicted that employees
who perceive communication within the organisation to be more open would report
exercising a higher degree of empowered behaviour during service delivery. The
results do not confirm the predicted relationship and therefore hypothesis 9 is not
supported.

Effect of culture

As was explained in Chapter 5, the composition of the sample does not allow testing
of  hypotheses   1 Oa to 1 1 c a s initially intended,  due  to the difficulty in ascribing
variations between such broad regions (i.e. south and north Europe) to the influence of
national culture. It is even more difficult to ascribe these differences to power distance
and uncertainty avoidance, as there are presumably many more factors on which the
two regions differ aside from these dimensions. However, it is still meaningful to
examine differences between these clusters in empowered behaviour, delegation of
authority, empowering management style, openness of communication and sharing of
information. If indeed differences are found in the predicted direction, some support
for the hypotheses will be provided. For empowered behaviour the results are
presented in Table 7.2. For the rest of the variables, differences between the north and
the south are also examined by means of multiple regression analysis of "South
Europe" on each of these variables by controlling for the individual variables of the
model. No other variable from the main model is entered in these equations, as the
relationships between them are effective in both directions and it is difficult to
determine whether the change in one variable precedes in time a change in the other
(e.g. "delegation of authority" and "empowering management style"). The results of
these regression analyses are presented in Table 7.3.

The regression equation in Table 7.2 reveals a very strong negative contribution of
"South Europe" to empowered behaviour, which is significant  at  p<.001.  This
suggests that employees in south Europe report exercising a lower degree of
empowered behaviour during service delivery compared to their colleagues in north
Europe. Hypotheses  1 0 a  and 1 l a predicted that employees in small power distance
and weak uncertainty avoidance cultures would report exercising a higher degree of
empowered behaviour compared to those in large power distance and strong
uncertainty avoidance cultures. As countries in south Europe score higher on both
dimensions than the countries in north Europe, this finding is in line with the
predicted relationship and therefore provides some support to the respective
hypotheses. It is further important to notice that region represents the second largest
contributor of empowered behaviour after delegation of authority and explains alone
three percent of variation in empowered behaviour or ten percent of the total
explained variance.
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Regarding regional differences in delegation of authority (hypotheses  1 Ob  and  1 lb)
the regression equation in Table 7.3 reveals a strong negative contribution of South
Europe, which is significant at the p<.05 level. According to this result employees in
south Europe perceive they have a lower degree of authority in their job compared to
employees in north Europe.   This  is  in  line with hypotheses   1 Ob  and   1 1 b, which
predicted that employees in small power distance and weak uncertainty avoidance
cultures would perceive having a higher degree of authority compared to those in
large power distance and strong uncertainty avoidance cultures. Therefore, some
support for these hypotheses is again provided.

The results in Table 7.3 do not reveal a statistically significant contribution of South
Europe to management style (hypotheses  10c  and  llc). In particular, the results reveal
no difference between employees in the south and those in the north regarding their
perceptions of the extent to which management style is empowering. This result is
contrary to expectations considering hypotheses   1 Oc  and llc, which predicted  that
employees in small power distance and weak uncertainty avoidance cultures would
perceive the management style to be more empowering compared to employees in
cultures scoring high on both these dimensions. Therefore, no support is provided
here for the respective hypotheses.

Table 7.3: Results of multiple regression analysis on delegation, management style,
communication and information.

Delegation e Ems' Communication a
Information a

Variable              B b AR2 0» AR2 B b AR' 0 b     AR2

Age .06 .15* .11 .18*
Education 4 -.15 -.07 .04 .09
Education 3 -.03 .06 .16 .21

Education 2 .06 .06 .08 .14
Males .03 .00 .05 -.01

Per. Full-time .10 .01 .03 -.02
Front Office .15* .06 .07 .00
Tenure 1 .04 .14 .18* .14
Tenure 2 .03 .12 .12 .04
Tenure 3 -.08 .08- .00 .05 -.03 .06 .06 .06*

South Europe -.14* .02* -.10 .01 -.15* .02* -.20** .03**

R2 (adjusted R2) .09*(.06) .05 (.02) .08' (.04) .09** (.06)
a  N=306
     Standardised final B's, when all variables are in the equation
* p<.05, ** p<.01, ...

p<.001

Tlie results in Table 7.3 reveal further a significant contribution (p<.05) of South
Europe to openness of communication (hypothesis   1 Od). According   to this result,
employees in south Europe perceive organisational communication to be less open
compared to their counterparts in north Europe.  This  is  in  line with hypothesis  1 Od,
which predicted that employees in small power distance cultures would perceive
organisational communication to be more open compared to employees in large power
distance cultures. The result therefore provides some support for hypothesis  1 Od.

Finally, the results of regression analysis on sharing of information also provide some
support for hypothesis  1 Oe, which predicted that employees in small power distance
cultures would perceive that management shares more information with them
compared to employees in large power distance cultures. Indeed, according to the
results, employees in the north perceive that management shares more information
with them compared to employees in the south.
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Influence of individual variables

Employee tenure with the hotel is also important in explaining variation in
empowered behaviour. In particular, the results in Table 7.2 reveal that employees
working  in the hotel  from 19 months  to 5 years report exercising a lower degree  of
empowered behaviour compared to employees with more than ten years of tenure with
the hotel. The result is significant at p<.05. The fact that the contribution of employee
tenure to empowered behaviour is only revealed between the second and fourth tenure
category is not so surprising. On the one hand the "distance' between these categories
is larger compared to the distance between the third and the fourth category, which is
therefore more likely to uncover statistically significant differences. On the other
hand, the first tenure category may be less appropriate for comparison in terms of
employee behaviour. as it includes many individuals with limited experience in the
hotel, who have presumably not yet developed stable patterns of behaviour.

Table 7.4: Research findings on hypotheses testing
Hypothesis Predicted contributiona Finding

H 1          delegation + Support
H3 training No support
H4 rewards No support

H5 management style                                    + No support
H7 culture Support
H8 information No support
H9 communication                                    + No support
H 10a:   PD on empowered behaviour Some support
H 1 Ob :  P D on delegation Some support
H 10c:    PD on management style                                              - No support
HIOd:  PD on communication                              -- Some support
HIOe:    PD on information                                                   - Some support
H lla:   UA on empowered behaviour Some support
HI lb:   UA on delegation                                              - Some support
Hllc:   UA on management style                                 - No support
Employee tenure with the hotel                         (+)                       In line with expectation
d HI-H9 refer to contribution to empowered behaviour

The influence of individual-related factors in the empowerment process is also
manifested in the equation models in Table 7.3. Regarding delegation of authority
very interesting is the statistically significant positive contribution of hotel
department, which actually explains a substantial proportion o f variation in delegation
of authority. The result in particular reveals that employees working in Front Office
perceive they have more authority in their job compared to their colleagues in Food
and Beverage. The results uncover a significant positive contribution of age in
employee perceptions of the management style of their superiors. Specifically, this
result shows that older employees perceive the management style o f their superiors as
more empowering compared to their younger colleagues. The third equation in Table
7.3 reveals a significant positive contribution of employees' tenure with the hotel to
openness o f communication. Put simply, employees who are working in the hotel for
less   than   18 months perceive organisational communication   to   be   more   open
compared to employees who are working in the hotel for more than ten years. Finally,
the last equation uncovers a significant positive contribution of employees' age to
sharing of information. Thus, older employees perceive that management shares with
them more information compared to their younger colleagues.
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7.3 Discussion and Evaluation of Findings

7.3.1 Management 1nterventions in Implementing Empowerment

The results of the main regression equation underline the importance of the
contribution of "delegation of authority" in the exercise of empowered behaviour
during service delivery. Delegation of authority was found to have the highest
influence on empowered behaviour and to explain the largest proportion of variation
in empowered behaviour. The results specifically indicate that employees who
perceive they have authority to make independent decisions and to exercise discretion
in their job, report a higher degree of behaviour that enhances service quality and
customer satisfaction. This finding suggests that if employees do not perceive they
have the authority to make decisions and take initiatives during the performance of
their tasks, they are unlikely to do so in practice. This result is also in line with the
findings from the interviews, which revealed that where managers were reluctant to
empower frontline employees, they also emphasised that employee discretion
occurred within the boundaries o f their authority. It further confirms the arguments of
those few authors (e.g. Simons, 1995; Spreitzer, 1996), who emphasise the
importance of setting clear boundaries of employees' authority, so as to ensure that
employees are well aware in which situations they are entitled to exercise their
discretion. A similar conclusion was reached by Hartline and Ferrell (1999) who
found that role ambiguity has the most prominent effect within the employee-role
interface, because of its negative relationship with employee adaptability. They define
adaptability "as the ability of contact employees to adjust their behaviour to the
interpersonal demands of the service encounter" (p.229), which may be said to be a
functionally equivalent term to "empowered behaviour" They accordingly assert that
"reducing the ambiguity associated with the customer-contact position could be one of
the biggest challenges in the management of service employees" (p.237). The
delineation of clear boundaries of employees' authority may therefore enhance
empowered behaviour not only by reinforcing individuals' perceptions of the
authority they have in their job, but also by alleviating role ambiguity. The uncovered
vital role of delegation of authority is contrary to the majority of empowerment
literature that generally underrates the importance o f this intervention as a prerequisite
to initiate the desired employee behaviour. The need to delegate authority to frontline
employees was considered as a key prerequisite in the present conceptual approach
and the results appear to verify the importance ofthis factor.

Consistent with the present conceptual model, but also with the empowerment theory,
the results also stress the important role of the customer-orientation of the
organisational culture in the empowerment process. In particular, the research findings
indicate that the exercise of empowered behaviour is more extensive among those
employees who perceive the organisational culture of the hotel to be oriented to
service quality and customer satisfaction. In practical terms, this means that
employees demonstrate customer-oriented behaviours in their job to the extent that
they perceive that such behaviours are valued and supported by the organisation. This
is indeed overwhelmingly emphasised in the empowerment literature, which stresses
the importance of a customer-oriented culture in shaping employee behaviours during
service delivery. It is further consistent with the findings of Hartline and Ferrell
(1999: 238), who argue that "managers must be committed to improving service

195



Chapter 7

quality before engaging in activities [such as empowerment] that have the potential to
improve service quality".                                                                                                     i

The third management intervention found to contribute to the exercise of empowered                     Ibehaviour is sharing of information. Contrary to expectations the results uncover a
negative contribution of information to empowered behaviour, which suggests that
employees who perceive that management shares more information with them report
exercising a lower degree of empowered behaviour during service delivery. The
conclusion that information contributes negatively to empowered behaviour is not
plausible and is also not supported by the correlation matrix (Appendix C), which
shows that information and empowered behaviour are positively correlated (p<.01).In
order to examine the cause of the negative sign of the specific coefficient, information
is regressed on empowered behaviour controlling for demographic variables, as well
as region (equation 1 in Table 7.5). According to the results information has indeed a
statistically significant positive contribution to empowered behaviour (p<.05).
Therefore, the negative sign of the coefficient is obviously caused by the introduction
in the regression equation of other variables. The positive correlations between all
management intervention variables demonstrate that the resulting negative coefficient
cannot be caused by a suppressor effect.

Indeed, Hardy (1993: 29-30) observes that multivariate regression models usually
share "the simplifying assumption that the effect of any single variable [is] the same
across the range of any other explanatory variable". However, this "additivity
assumption...is not a necessary assumption", as a variable may have an "interaction",
as opposed to an additive effect, on other variables (Lewis-Beck, 1980: 54). In
particular, "an interaction effect exists when the impact of one independent variable
depends on the value of another independent variable" (ibid.). In this case, it may be
that the impact of information on empowered behaviour depends on the value of
another management intervention in the conceptual model. In order to specify this              
interaction effect each management intervention in the model has been successively
entered in equation  1,  so  as to trace which o f these causes the shift in the  sign  of the                            i
coefficient. This indeed occurs when adding in the equation the variables of
delegation (equation 2 in Table 7.5) and management style. Considering that
delegation suppresses the effects of management style on empowered behaviour            
(Table 7.6) the interaction effect is sought between information and delegation.

The strength of the interaction effect between information and delegation is in fact
evident in equation 3 of Table 7.5, where the interaction variable is entered in the
equation. The coefficient of information not only becomes strongly negative, but is
also very significant (p<.001). This points to the conclusion that whether sharing of
information impacts empowered behaviour in a positive or a negative way actually
depends on the extent to which individuals perceive they have authority in their job.
Equations 4 and 5 in Table 7.5 illustrate this point. In the former case sharing of
information is shown to contribute negatively to empowered behaviour among
employees who have negative perceptions about the extent of the authority they have
in their job (p<.05). Adversely sharing of information is shown to have a positive -
although not significant - effect on empowered behaviour, when only individuals
having a positive perception of their authority are included in the equation. The lack
of significance in this case further suggests that the impact of sharing of information
on empowered behaviour is substantial only among individuals with negative
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perceptions of their authority, but does not play an important role among those
employees who perceive they have authority in their job.

The explanation for this finding seems to lie in the very arguments supporting the
importance of sharing of information in the empowerment process. In particular, it has
been argued that sharing organisation-related information with employees enables
them to understand the direction of the company and enhances their ability to align
their behaviour and decisions to maintain or improve organisational performance.
Hence, just as well-informed individuals, who perceive they have authority in their
job, are likely to actively pursue the exercise of discretion in order to contribute to
organisational performance, well-informed employees, who have negative perceptions
of their authority, are likely to be extra cautious when it comes to independent
decision-making or acting. For these employees such alignment of their behaviour
with organisational direction and performance is precisely realised by increasing
conformance to rules and procedures for routine situations and by immediately
resorting to a higher authority in the occasion of non-routine situations. They may
further be more inclined to withhold from any action inducing the risk of deviation
from organisational direction and presumably also from making any financial
concession to customers that directly affects revenue and hence organisational
performance.

Table 7.5: Interaction effect between sharing of information and delegation of
authority: Results ofmultiple regression analyses on empowered behaviour

Equation la Equation 2' Equation 3' Equation 4° Equation SC
Variable B. 8. B. M 18 / AR' Ba BR2 8,    AR,

Age -.01 .00 -.02                               .01                             .01

Education 4 -.17 -.07 -.09 -.09 .06

Education 3 -.19 -.13 -.15 -.06 -.14

Education 2 -.07 -.07 -.08 -.02 -.06

Males .07 .05 .03 .01 .08

Per.Full-time .10 .04 .04 .14 .05

Front Office -.03 ..10 -.10 -.18 -.09

Tenure 1 -.08 -.07 -.06 -.17 04
Tenure 2 -.17* - 17* -.15* -.24 -.13
Tenure 3 ..12 .04 -.10 .04 -.09 .04 -.23 .08 -.04 .06

Information .13* -.08 -.57
...

-.23* .12

Delegation .49
...

Info*Deleg e .03** .21
...

.85
...

.25
...

.02 .02

South Europe -.23...
.04

...
-.20

...
.03

...
-.21

...
.03

...
-.36* .08** -.25** .05**

R  (adjusted R,) .11
...

(.07) .29
...

(.25) .32
...

(.29) .19** (.07) .13 -(.07)
°   N=306
b     |nc|udes only respondents with negative perceptions of delegation of authority (N=95)

Includes only respondents with positive perceptions of delegation of authority {N= 173)
d Standardised final  8's. when all variables are in the equation
°      Interaction variable created by multiplying information scale with delegation scale
* P<.05, " P<.01, ...

p< 001

Contrary to expectations the results did not reveal a statistically significant
contribution of empowering management style, openness of communication,
empowerment training and performance-related rewards to empowered behaviour.
Before rushing to the "easy" explanation that these variables do not cause empowered
behaviour, it is necessary to conduct some additional analysis.

The failure to uncover a statistically significant contribution of empowering
management style to empowered behaviour is surprising considering the
overwhelming emphasis that empowerment literature places on leadership attributes
in the process of empowerment. In Table 7.6 the regression equation of Table 7.2 is
repeated, however, excluding this time the variable of delegation of authority. (To

-
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facilitate comparison the main regression equation is presented again in Table 7.6.)
The results reveal a strong positive contribution of management style to empowered
behaviour, which is also very significant (p<.001). This means that the factor of
delegation of authority suppresses the effect of management style on empowered
behaviour. Put another way, when it comes to exercising empowered behaviour,
individuals' perceptions of the extent of their authority outweigh in importance their
perceptions of the extent to which they are managed by an empowering management
style. In fact, during the theoretical substantiation of the specific research hypothesis it
has been argued that management style represents the informal management
interventions in relation to the job incumbent in the areas of authority, training and
rewards. As such, it was anticipated that employee perceptions regarding these formal
management interventions (i.e. authority, training, rewards) would partly reflect their
perceptions of management style. Specifically in relation to delegation o f authority it
was presumed that in absence of formal processes for delegating authority the extent
to which employees perceive they have authority will depend on their perceptions of
the extent to which their superiors delegate to them authority. This may indeed be the
case, as during the interviews the vast majority o f managers reported that there are no
formal processes for the delegation of authority and that employees are aware of the
extent of their authority by means of training, informal communication and
presumably daily practice. In short, it may well be that delegation of authority not
merely suppresses the effects of management style, but that it actually reflects these.
The most obvious reason why it is not management style that suppresses or reflects
the effects of delegation is that the former also incorporates other dimensions, such as
trust, praise, support and so on, which may not be as important for initiating
empowered behaviour as the delegation dimension. In conclusion, the results suggest
that when it comes to exercising empowered behaviour, what eventually counts is the
extent to which individuals perceive they have the commensurate authority to initiate
such behaviour and less so the extent to which their managers trust, praise or coach
them. It is even possible that such behaviours as praising, trusting or supporting are
important, precisely because of their role in enhancing individuals' perceptions of the
authority they have in their job.

Equation 3 in Table 7.7 shows that when considered separately performance-related
rewards do have a statistically significant positive contribution to empowered
behaviour, which is again suppressed when the rest of the management interventions
are entered in the equation. This result suggests that the extent to which individuals
perceive the rewards as linked to performance is not the decisive factor in stimulating
empowered behaviour. An explanation for this may lie on the fact that what
constitutes "good" employee performance, rewarded by the organisation in a
systematic manner, is not necessarily restricted to the development of what has here
been described as empowered behaviour. Indeed, according to the information
generated  from the interviews, most hotels had no systematic manner of rewarding the
development of such behaviour, with the exception probably of "employee of the
month" reward schemes, which, nonetheless, have a more symbolic value. In addition,
such rewards are not necessarily restricted to the exercise of empowered behaviour, as
they apply equally for "back-of-house" personnel and they further tend to reward
exceptional behaviour and usually only one best performance. Therefore, in strict
terms they cannot be regarded as "performance-related" rewards, as employees do not
receive them in the context of their monthly remuneration. On the contrary, on the
occasions where managers did report the availability of incentive rewards, these
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related almost entirely to up-selling, whether this concerned room-nights or
enrolments in the guest loyalty programme for the reception or wine and liquor for the
Food and Beverage outlets. The expected outcome of the availability of such rewards
would therefore be up-selling and not inevitably empowered behaviour.

Table 7.6: Contribution of management style: Results of regression analysis on
empowered behaviour excluding delegation o f authority

Excluding delegation Main model

B'        AR'         B'          ARz

Age -.01                                             .01

Education 4 -.12 -.07
Education 3 -.16 -.13
Education 2 -.05 -.06
Males .06 .05
Per. Full-time .10 .07

Front Office -.06 -.09
Tenure 1 -.09 -.06
Tenure 2 ..19* -.17*
Tenure 3 -.14* .04 -.10 .04

Culture .11 .16**

Delegation .44
„.

Management style .45...
.15

Communication -.05 -.07

Information -.17* -.17*
Training .02 -.02

Rewards -.03 .15-/ -.03 .24
."

South Europe -.24„. .04
...

-.21
...

.03
***

R2 (adjusted R2) .23
...

(.19) .31
...

(.27)' Standardised final 0's. when all variables are in the equation
N=300
- P<.05, *- P<.01, ...

P<.001

Equation 2 in Table 7.7 shows that when training  is considered separately it does have
a very strong positive contribution to empowered behaviour (p<.001). As in the case
of rewards, this result suggests that the effect of training is suppressed due to the
addition in the equation of the rest of the management interventions, pointing
therefore to the conclusion that the extent to which employees perceive they have
been trained is not the decisive factor in the exercise of empowered behaviour. This
outcome is striking considering the emphasis given by the empowerment theory to the
role of training in the empowerment process. The explanation for this finding may lie
on the fact that the skills acquired in the context of the employee's training are not
decisive as to whether the employee will eventually exercise empowered behaviour or
not. Even skills such as communication skills, customer complaint handling skills or
customer care skills, which were mentioned several times during the interviews, may
in practice merely influence the quality o f decisions or initiatives and not necessarily
whether these decisions or initiatives will be taken. Put another way, it may be that
well-trained employees will not necessarily make more decisions or take more
initiatives, but presumably better ones. This interpretation is reinforced by the nature
of the questions composing the empowered behaviour scale, which measure the extent
to which employees make their own decisions and take their own initiatives during
their work and not so much the quality of these decisions or initiatives. Indeed, in the
theoretical sub&tantiation of the respective hypothesis, it has been mentioned that the
aim of training is, among others, to enable employees in order to handle effectively
their increased authority and responsibility  and to exercise good judgement  when
acting independently. Such effective handling of employees' increased authority, as
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well as the exercise of good judgement, refers to the qualitative dimension of
empowered behaviour, which was only indirectly present in the empowered behaviour
scale (e.g. creativity, pleasing customers). In short, empowerment training may indeed
have an important role to perform in the quality of the decisions or initiatives
attempted and presumably also in the effectiveness of these actions in enhancing
service quality and customer satisfaction, but when it comes to initiating such actions
other factors seem to outweigh in importance the contribution of training.

Table 7.7: Contribution of communication, training and rewards: Results of
regression analysis on empowered behaviour

Equation la Equation 2' Equation 3b
Variable                BC           AR2           B.           AR2           B.           AR'

Age .00 .00 .01

Education 4 -.16 -.17 -.18

Education 3 -.19 -.19 -.17
Education 2 -.07 -.08 -.07
Males .06 .07 .08

Per. Full-time .09 .08 .09

Front Office -.04 -.05 -.01

Tenure 1 -.09 -.06 - 08
Tenure 2 -.18* -.15* -.17*
Tenure 3 -.12 .04 -.13 .04 -.14 .04

Communication . 17**
Training .20

...

Rewards .04
...

.05
...

.12* .02*

South Europe -.23...
.04

...
-.22

...
.04

...
-.24

...
.05

...

R' (adjusted R') .12
„.

(.09) .13
***

(.10) .11
***

(.07)
a  N=306
b  N=300
c Standardised final B s, when all variables are in the equation
- p<.05, - p<.01, ...

p<.001

Finally, in relation to openness of communication the failure to uncover a significant
contribution in the main equation is less surprising, as it has already been argued in
the conceptual framework that the link with empowered behaviour is less obvious and
direct. Yet, the results in the first equation in Table 7.7 show that, when
communication is considered separately, it has also a strong positive contribution to
empowered behaviour, which is in fact comparable to the contribution of training and
considerably stronger from that of performance-related rewards. This may be an
interesting finding considering that the empowerment theory has attached rather low
importance to this factor, in contrast at least to the other management interventions,
such as rewards and training. Moreover, just as for customer orientation, this result
may underline the importance of organisational climate in general in the
empowerment process. Employees are more likely to assume the responsibility and
risks entailed in undertaking independent actions in an environment that not merely
anticipates such actions for the sake of service quality and customer satisfaction, but
generally assigns an iinportant role 10 the input of employees in the attainment of
organisational goals.

In conclusion, the results of the preceding quantitative analysis cast doubts on the
applicability of some of the fundamental assertions of empowerment theory.
Primarily, they show that the decisive factor in the empowerment process may not be
training, but the delegation of authority to employees. Regardless of how well
employees are trained, they are unlikely to undertake independent action during
service delivery,  i f they do not perceive they have the commensurate authority to do
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so. They are further unlikely to develop such empowered behaviour, unless they
perceive that this behaviour is consistent with what is expected and valued by the
organisational culture of the hotel. In simple words, the development of customer-
oriented behaviours is only fostered in a culture that is generally oriented towards
service quality and customer satisfaction. Finally, sharing of information was also
found to contribute to the exercise of empowered behaviour, although the detection of
the interaction effect with the factor of delegation of authority again underlines the
vital role that employee perceptions of the extent of their authority play in exercising
empowered behaviour. In particular, it suggests that the alignment of employee
behaviour to organisational direction and goals, which is pursued by sharing with
them organisation-related information, may in fact depend on employees' perceptions
of the authority they have in their job. If employees perceive they do not have
authority to initiate independent decisions and actions, alignment to organisational
direction and goals is translated in practice into extra caution and presumably restraint
in terms of every action that entails the risk of a negative impact on organisational
performance. Adversely, if employees perceive they have authority in their job,
sharing of information does not seem to play an important role in the exercise of
empowered behaviour, which is contrary again to the theoretical considerations of the
empowerment theory.

Contrary to expectations, the other management interventions did not emerge as
important contributors to the development of empowered behaviour. Aside from
training, the results are also surprising with respect to empowering management style,
although it has been argued that the contribution of management style may be
reflected in the extent to which employees perceive they have authority in their job.
Despite the arguments of the empowerment theory, the extent to which rewards are
linked to performance was also not found to contribute to empowered behaviour,
although the interpretation of this finding has been linked to the availability of
performance-related rewards usually in relation to behaviours that were not classified
here as "empowered" (i.e. up-selling). Lastly, the contribution of openness of
communication is also suppressed by the contribution of the other management
interventions. Interestingly, when considered separately, it was found to have a
stronger contribution to empowered behaviour compared to other interventions, such
as performance-related rewards, which suggests that openness of communication may
in fact deserve more attention from the empowerment theory than it has received thus
far.

7.3.2 The Cultural Effect on Implementing Empowerment

In line with the substantiated hypotheses, yet in contrast to the monoculture approach
of the empowerment theory, strong differences  in the empowerment process  were
indeed uncovered between north and south Europe. In particular, the region in which
employees work and from which they originate was found to play an important role in
most o f the predicted relationships. With respect to empowered behaviour, the results
not only showed that employees in the south exercise a lower degree of empowered
behaviour than their colleagues in the north, but that region in fact explains a
substantial amount of variation in empowered behaviour. This amounts to three
percent of total variation in empowered behaviour, but to roughly ten percent of the
total variation explained by the present model. After delegation o f authority, region is
shown to have the largest impact on empowered behaviour. This result is largely
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consistent with the information generated during the interviews, which clearly pointed
to a wider exercise of empowered behaviour in the northern countries and especially
England and Sweden compared to those in the south and especially Italy and Belgium.

The significant influence of region was further persistent in relation to delegation of
authority, openness of communication and sharing of information. In all three
variables employees in the south assigned lower scores than their colleagues in the
north. In particular, compared to their colleagues in the north, employees in the south
perceive they have a lower degree of authority in their job, that management shares
less information with them and that organisational communication is less open. The
difference between north and south was relatively large and quite strong (p<.01) in the
case of openness of communication.  In all cases, the results are precisely  in  line with
the findings of the interviews. Managers in the south clearly stated that they do not
delegate authority to employees beyond the boundaries prescribed in their job
description, as opposed to their counterparts in the north, who in most cases reported
delegating a substantial degree of authority to their subordinates. Employee
perceptions simply veri fy managers' reports. As far as openness o f communication is
concerned managers in the north readily reported a wide range of formal processes,
which stimulate and facilitate communication among the members of the organisation
(e.g. departmental meetings) and especially upward communication (e.g. "I have an
idea..." cards).  On the contrary, managers  in the south  did not report such formal
processes and merely stated in relation to upward communication that employees are
free to contact them in person. As for sharing of information again the differences
between north and south were explicitly admitted by managers. 1n the north managers
again reported a wide range of formal processes (including "new technology") for the
systematic devolution of organisation-related information to lower level employees,
including sensitive information, such as operational results or information about the
competition. On the contrary, in the south it was reported that especially sensitive
information is not systematically devolved to lower level employees, who may, in
theory, retrieve it by personally contacting the manager or through the unions (in
Italy).

             Of course the interest in this discussion is not merely whether differences indeed exist
between the north and south, but foremost, whether - or to what extent - these
differences can be accredited to the influence of culture. Maybe a useful way of
approaching this issue is to first examine the factors, which can obviously not explain
the uncovered discrepancies. Primarily, the discrepancies in empowered behaviour,
delegation of authority, openness of communication and sharing of information
cannot be due to socio-demographic differences in the composition of the two
samples, which the model has controlled for. Therefore the revealed discrepancies
cannot be accredited to differences in gender, age, educational level, job tenure, type
of employment and employees' department. Regarding empowered behaviour, the
results can further not be accredited to a range of relevant management interventions
that have also been taken into account. Consequently, differences in empowered
behaviour cannot be due to differences in management interventions, such as a
customer-oriented culture, delegation of authority, management style, openness of
communication, sharing of information, empowerment training and performance-
related rewards. This further suggests that the sources of the differences uncovered in
behaviour are probably not organisation-related, but rather individual-related.
Moreover, the comparison exclusively between employees working in and originating
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from north Europe and employees working in and originating from south Europe
prevents any potential distortion of the results due to the influence of employees
originating outside these two cultural clusters, who did though participate in the
research.

Other factors, for which the study has controlled directly or less directly, are industry
and organisational culture. Firstly,  the  fact  that the comparison is restricted to  the
hotel industry eliminates the potential influence of industry differences (Hartline and
Ferrell, 1999). Most importantly, the fact that only properties of a single hotel
company have been included in the sample reduces the possibility that the differences
are merely an outcome of the influence of organisational culture. The comparable
composition of the two samples further provides a safeguard that discrepancies are not
attributed to differences of the properties in size, segment (e.g. upscale versus luxury)
or market (i.e. city-centre versus airport hotels). The undertaking of research within
such comparable samples of a single industry further eliminates the potential
influence of the technological imperative, which, as presented in Chapter 4, has been
widely used to explain cross-national differences in comparative studies (Drenth and
Groenendijk, 1998). The influence of technology has further been controlled for
indirectly by introducing into the model employees' department. This is important
considering that the organisation o f work in the departments o f Front Office and Food
and Beverage occurs by the use of different technology (e.g. computer reservation
system in Front Office). However, from a theoretical perspective and considering the
information provided in the interviews, there are no grounds to assume that these
differences in technology influence employees' behaviour during service delivery or
the extent to which managers delegate authority to employees. Finally, the existing
differences in the macroeconomic environment between north and south do not seem
to offer a plausible link to the behaviour o f managers and subordinates with respect to
empowerment.

Obviously, the uncovered differences in management interventions and manager and
employee behaviours should not be ascribed to the in fluence of culture merely "in the
absence of non-cultural explanations" (Tayeb, 1994: 434). Such an approach treats
culture as "a residual factor, which is presumed to account for national variations that

"have neither been postulated before the research nor explained after its completion
(Child in Tayeb, 1994: 434). Aside from the fact that such relationships have indeed
been postulated in the present study on the basis of the empirical theory of Hofstede,
the cultural explanation seems to make a firm case considering the empirical data.
With respect to management behaviours the discrepancy between north and south has
not only been uncovered by managers and employees, but has further been
substantiated by the former on the basis of cultural values. For example, in the south
managers have used arguments, such as "the need to drive people by hierarchy" and
the clear distinction of roles and authority between managers and subordinates in
order to justify their reluctance to delegate decision-making authority to employees.
These arguments point directly to power distance values, which are generally
conceded to prevail in the countries of south Europe (Drenth and Groenendijk,  1998).
On the contrary, managers in the north often explained the importance of
empowerment, because it is a "natural fit" with the democratic values in these
cultures, following which individuals are raised feeling free to express their opinion
and to make independent decisions. This again demonstrates the egalitarian values
prevailing in the small power distance cultures of northern Europe.  But, the difference
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in power distance values between north and south is explicitly mirrored in the remarks
of managers regarding the need to delegate. As opposed to the perceived gap between
supervisors and regular employees in the south, in the north managers emphasised that
these "regular" employees are the experts, as they are the ones dealing with guests on
a daily basis and are the most appropriate to decide upon a service problem, since they
are the ones involved in the situation. Whereas answering complaints is not perceived
to be the job of the waiter in the south, in the north waiters are expected to take
immediate action to resolve the complaint. Duty managers in the north may even ask
the employee what he or she would do, when they are not familiar with the problem
area.

The discrepancy in employee behaviour between north and south has again been
uncovered both in the employee survey and during the interviews with managers. The
cultural explanation for employee behaviour is not as strong as in the case of
delegation, as no interviews were conducted with employees that could probably offer
more insight to the antecedents of their behaviour. Some support for the cultural
explanation may be provided from the interviews with managers, who generally
described employee behaviours that somewhat match expectations considering their
cultural background. Thus, in the south managers said that "people like to be told
what to do" and that employees respond to delegation of authority by saying "it's not
my job", which echo individuals' need for direction and a reluctance to accept
responsibility or authority beyond one's job context. Adversely in the north, managers
emphasised that they would not be able to adopt a directive management style,
because employees would obviously object to that and that employees are inclined to
take initiatives and only after they have done so they would inform the manager.
Where managers attempted a comparison between employees originating from
southern countries and those originating from the north, they discerned a tendency to
seek direction among the former and a natural drive for initiative and independent
thinking among the latter. The only available verification of employees'
predisposition regarding innovative behaviours and their need for direction are the
scores of uncertainty avoidance, which are largely consistent with the prevailing
cultural values in these countries. Employees in southern countries report strong
uncertainty avoiding values, which according to empirical research (Shane, 1995;
Koopman, Den Hartog, Konrad et al., 1999) are associated with a need for direction
and an inclination to suppress innovative behaviours. On the contrary, employees in
northern countries report weak uncertainty avoiding values, which connote a comfort
with the uncertainties of independent thinking and acting and tolerance of innovative
behaviours.

In relation to management interventions the evidence of the qualitative and
quantitative analysis points to a clear distinction between north and south, with the
cultural explanation making a solid case in explaining the differences uncovered
especially for the case of sharing of information. In the south managers explicitly
explained management reluctance to share sensitive information with employees by
stating that "the mentality is not to give this kind of numbers", while on another
occasion it was mentioned that such information "needs to be kept secret". In contrast
to southern countries, managers in the north presented a number of ways for the
systematic devolution of sensitiz·e information to lower levels of organisational
hierarchy. But probably the strongest indication pointing to the cultural explanation is
the fact that both the qualitative and quantitative evidence uncovers centralised forms
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of organisations in the southern countries, as opposed to decentralised ones in the
north. The low degree of delegation of authority to frontline employees, the low
degree of devolution of information to lower levels of organisational hierarchy and the
less open communication climate are all aspects of centralised organisations, which
are precisely the forms of organisations expected to be found in the large power
distance countries of the south. On the contrary, the high degree of delegation of
authority and the devolution of sensitive information to lower levels, as well as the
more open communication climate in the north point to decentralised forms of
organisation, which are likewise expected to be found in the small power distance
countries o f the north. This contrast between centralised organisations in the south and
decentralised ones in the north enhances further the validity of the cultural
explanation.

' A final interesting observation to be made in relation to the discrepancy between north
and south is the failure to uncover statistically significant differences in employee
perceptions about the management style between north and south. Although the scale
measuring management style asked respondents to rate their "superiors in general"
and not specifically their department head, the regression analysis iii Table 7.8
controls for the possibility that the manager's nationality has alleviated differences,
since few managers in the north originated from countries in the south and one
manager in the south originated from a country in the north. Again, no significant
difference is uncovered between north and south neither when the model controls for
department head's nationality instead of region (equation  1),  nor  when the model
controls for both region and department head's nationality (equation 2). The failure to
uncover a discrepancy between north and south in terms of employees' perceptions
about the extent to which the management style o f their superiors is empowering is in

. principle contrary to expectations: Following the theoretical considerations in Chapter
4, it was anticipated to find more directive management styles in the south, in contrast
to more empowering management styles in the north. Maintaining our attention to the
fact that questions asked about the nianagement style of superiors in general, the
absence of significant differences between north and south may be specific to the
work context in the two departments under study. In particular, the high amount of
teamwork, which takes place during work in both Front Office and Food and
Beverage outlets, presumably impacts on the nature of the relationship between
superiors and subordinates. These may actually resemble more relationships between
collaborators with distinct roles, as opposed to traditional boss-subordinate
relationships, and as such are underlined invariably by a high element of trust,
support, praise, coaching and mistake tolerance. This may in turn connote a culture of
small power distance with respect to the specific work contexts and reinforces the
conceptual explanation ascribed to the lack of variance in the two power distance
questions discussed in Chapter 5.

It is further quite reasonable that such small power distance culture may not result in
more sharing o f in formation or openness o f communication, which are organisational
attributes susceptible to the influences of the general culture within which
organisations operate. Accordingly, delegation o f authority is defined by hotel policy,
the "policy" of the department head and by the external environment (e.g. culture,
union agreements), which explains why a more empowering management style may
not necessarily translate into a higher amount of delegated authority. Finally, the
absence of significant differences in the management style between north and south is
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unlikely to be due to managers' individual characteristics, such as gender or
international experience'. In particular, all but three department heads were male -
while one female manager had just taken over at the time of the employee survey
from a male predecessor - and the large majority of them, in both the south and the
north, had international working experience.

Table 7.8: Results of regression analysis on management style controlling for
managers' nationality

Equation 1 Equation 2

Variable                                              B '                    ARZ                     B .                        AFF

Age .15* .15*

Education 4 -.08 -.07
Education 3 .06 .06

Education 2 .04 .05

Males -.01 .00

Per. Full-time .02 .02

Front Office .06 .06

Tenure 1 .15 .14

Tenure 2 .12 .12

Tenure 3 .00 .05 .00 .05

South Europe -.06                           .01
South Managers -.10 .01 -.05 .00

R2 (adjusted R') .05 (.02) .05 (.02)' Standardised final B's, when all variables are in the equation
N=306
* p<.05, - p<.01, -' p<.001

In conclusion, the results of the quantitative analysis clearly raise the issue of the
cultural relativity of empowerment, with northern countries offering a more
favourable cultural environment for the implementation o f empowerment compared to
southern countries. These findings lend some empirical support to the arguments of
those few authors (i.e. Hoppe, 1990; Durcan and Kirkbride, 1994; Baum, 1995) who
raised the issue of the cultural relativity of empowerment and foremost to Hofstede,
who has for long wholeheartedly supported the cultural relativity of management
concepts and theories. Simultaneously, the findings cast doubts on the universal
validity of the propositions of the empowerment doctrine, which are invariably
embraced and promoted by empowerment theory.

7.3.3 The Effect of Individual Variables on Implementing Empowerment

In addition to the previously discussed influences of management interventions and
culture on implementing empowerment, the results reveal that individual
characteristics have also an important role in the empowerment process. The results
reveal that more experienced employees perceive exercising a higher degree of
empowered behaviour compared to their less experienced colleagues. This is indeed
consistent with the theoretical considerations presented in Chapter 3 and is also in line
with the information provided by managers. In particular, many managers emphasised
that the extent to which employees exercise empowered behaviour depends, among
other things, on their working experience in the hotel, with senior employees
demonstrating more initiative than their more junior colleagues. Probably the most
interesting aspect of this finding is that employees' tenure with the hotel prevails over
other factors, such as training, management style or performance-related rewards,

' Information about other manager attributes. such as age or educational level, was not collected.
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where literature on empowerment has centred its attention. This seems to have an
immediate implication for the management that strives to empower its employees,
since it suggests that it should not merely focus on enhancing skills to employees
through training, but most crucially on finding ways to keep employees longer. It may
further raise implications for the selection-recruitment process by underlying work
experience as an important trait of"empowerable" employees.

Interesting is also the absence of significant results for the other individual attributes,
such as age, gender and education. The lack of significant differences among older
and younger employees does not confirm the sporadically expressed views of
managers that older employees are usually less receptive to changes in their working
environment or their work roles. Quite interesting is the absence of significant
differences between male and female employees, which on a broader level may imply
that one should not expect differences regarding the notion of empowerment between
masculine and feminine cultures. This contradicts the assertion of Baum (1995) that
the notion of empowerment is incompatible with masculine cultures. Regarding the
absence of significant differences between individuals with different educational
backgrounds, the results suggest that "empowerable" employees are not necessarily
those with higher educational qualifications. No difference was further uncovered
between employees with permanent, full-time employment in the hotel and those who
have other types of employment. However, this result may be accredited to the very
small number of employees with such types of employment, which decreases the
chances to uncover statistical significance.

Finally, it is worth looking briefly at the contribution of individual characteristics in
relation to management style, openness of communication and sharing o f informationl
(Table 7.3). The results show that junior employees perceive organisational
communication to be more open compared to their more senior counterparts. This
should not be surprising considering that junior employees, and especially recently
hired ones, are facilitated in becoming acquainted with their new work environment,
which presumably influences positively their perceptions about the organisation's
openness of communication. This occurs both formally, through the instituted
processes of company and hotel induction and training (e.g. cross-training), and
informally, through employees' gradual acquaintance with their superiors and peers,
which is normally accompanied with a positive predisposition on both parts (i.e. the
newcomer and the welcoming crew).

Regarding management style and sharing of information an employee's age seems to
influence his or her perceptions, with older individuals reporting more positive
perceptions than their younger colleagues in both cases. A possible explanation for
these findings may be that older employees, being "brought up" in organisations with
traditional approaches to management may be less demanding in terms of their
relationships with their superiors and the extent to which management shares with
them information compared to younger employees, who have been brought up in
more "democratic" organisations. It may therefore be that the revealed difference
between older and younger employees merely reflects a discrepancy in their
expectations.

2 As seen in table 7.3 individual characteristics do not contribute to delegation of authority.
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7.4 Exploratory Analysis

Aside from testing the research hypotheses it is further necessary to conduct some
additional analysis, in order to explore a range of issues that surfaced as a result of the
field research. Primarily, it is important to see whether the discrepancies uncovered
between north and south extend to employee perceptions regarding the customer
orientation of the organisational culture, training and the extent to which rewards are
linked to individual performance. Secondly, it is important to empirically examine the
validity of the finding from the interviews that managers in Food and Beverage
delegate less decision-making authority to frontline employees compared to their
counterparts in Front Office. It is further necessary to investigate whether there are
other cross-departmental differences, with respect to the other management
interventions, such as rewards or information. And thirdly, it is important to see how
the main model applies when all employees irrespective of their cultural background
are considered. This is important, because at the end of the day management
interventions apply to all organisational members and not selectively to individuals
with a specific cultural background. Ignoring this multicultural element, although
necessary for the purposes o f the present research, eventually ignores one fundamental                 -
aspect of the hotels, especially those in England, that very much rely upon a
multicultural workforce.

7.4.1 Other Differences between ilotels in North and South Europe

In order to examine the differences between north and south with respect to customer-
oriented culture, training and performance-related rewards, region is regressed on each
of these variables controlling for socio-demographic variables, as well as department
and type of employment. The results of these regression analyses are presented in
Table 7.9. According to the results region has a significant contribution to employee
perceptions about the customer orientation of the organisational culture and
empowerment training. In particular, employees in the south perceive organisational
culture to be less customer-oriented than their colleagues in the north and that they
have received a lower degree of empowerment training.

The different perceptions of employees with respect to the customer orientation of the
organisational culture may in fact be related to the broader business culture in those
two regions. In general, management concepts and ideas pertaining to customer
orientation and service quality have either been of an Anglo-Saxon origin or have
predominantly been embraced in Anglo-Saxon countries and the developed countries
o f the north. Examples o f such concepts are total quality management, quality circles,
customer care, service recovery, to mention a few, and of course employee
empowerment. In this study this customer orientation o f the broader business context
in the north was to some extent mirrored in the readiness of managers to cite the
relevant rhetoric about anticipating guests' needs, exceeding expectations or
immediately taking action to resolve customer complaints and problems. In practice,
this rhetoric is further articulated in a wide range of formal processes and practices,
such as training, communication channels and employee involvement, which along
with their core objectives (e.g. for training to impart skills) also fulfil a broader
organisational goal of imparting or reinforcing company values to workers. The
plethora of such formal processes in the north may be in that sense more effective in
enhancing employees' perceptions of a customer-oriented culture or at least to make
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this customer orientation more visible. Adversely, the cultural preference for and
reliance to informal processes in the south may be less effective in reinforcing
individuals' perceptions about the customer orientation of the organisational culture,
which may have been revealed in the employee survey.

Regarding empowerment training, the discrepancy in employee perceptions between
north and south is congruent with the information provided during the interviews. In
particular, it was clear that the training process in the northern countries and
especially in England and Sweden is far more intensive compared to the countries of
the south and there are further a number of courses available relevant to empowerment
training, such as complaint handling skills, communication skills, customer care and
so on. On the contrary, employees in the south and especially in Italy were reported to
acquire these skills through accumulating experience gradually on the job, which is
obviously evidenced in lower employee perceptions about the empowerment training
that they have received.

Table 7.9: Results of regression analysis on customer-oriented culture, training and
rewards

Culturea Training a Rewards b
Variable                Bc           AR2           0'           AR2           Bc           AR2

Age .07 .08 .16*

Education 4 .07 .08 .12

Education 3 .21 .17 .12

Education 2 .04 .11 .12

Males .03 -.02 -.08

Per. Full-time -.08 .09 .06

Front Office -.02 .11 -.15*

Tenurel .06 -.01 .17

Tenure 2 -.03 -.04 .11
Tenure 3 -.04 .05 -.01 .03 .06 .05

South Europe -.13* .01* -.15* .02* -.12 .01

Rz (adjusted R') .06* (.02) .05' (.02) .06 (.03)
a  N=306
b  N=300
c    Standardised final B's. when all variables are in the equation
* p<.05, " p<.01, -* p<.001

Interesting is further the finding that no significant' difference was found between
north and south in terms of employee perceptions about the extent to which rewards
depend on individual performance. This is somewhat contrary to expectations
considering the information about the availability of performance-related rewards,
which was clearly broader in the north compared to the south. However, this may
simultaneously indicate that even the broader availability of incentives in the north
does not at the end have a sizeable effect on the relationship between individual
contribution and rewards. In the same regression equation, it is finally interesting to
observe the contribution of age to employee perceptions about the link of rewards to
performance, with again older employees reporting more positive perceptions
compared to their younger counterparts. This finding is consistent with the earlier
revealed contribution of age to management style and sharing o f in formation and thus
a difference in expectations from the reward system between older and younger
employees may again account for this result. In particular, older employees may
generally be more used to - and consequently expect more - traditional rewarding

3 In fact, the result is barely not significant (p=.053).
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processes, which rather depend on the employee's position, rank and seniority. They
are therefore more likely to perceive that rewards reflect their performance, in a sense
that they indeed correspond to their current position, rank and seniority. On the
contrary, younger employees, being by nature more demanding and more eager to
progress rapidly in their professional career are more likely to perceive that the
rewards they receive are not reflecting their performance, at least not to the degree
that they would expect or wish.

7.4.2 Cross-Departmental Differences

The information generated during the interviews has not only revealed cross-regional
differences, but also differences across the two departments under study. The most
obvious differences were detected in delegation of authority and accordingly in
empowered behaviour, whereas rewards are also an obvious area of cross-
departmental differences due to "tipping" In relation to delegation of authority the
regression equation in Table 7.3 indeed confirms that delegation of authority is more
extensive in Front Office than in Food and Beverage. The difference uncovered
appears to be related to the distinct nature o f services offered by the two departments.
Primarily, the Food and Beverage outlets offer a rather specific and standardised
product (i.e. specific items on the menu) on a fixed price and during specific hours.
On the contrary, Front Office and in particular reception "sells" all products and
services of the hotel on a less fixed price (e.g. room-rate), on a 24-hour basis and
customers will refer to the reception of the hotel for a wide range of services. This
makes the service encounter iii Front Office considerably more unpredictable in
contrast to the service encounter in the Food and Beverage outlets, which means that
employees in Front Office need a greater degree of authority, in order to cope with a
comparably higher degree o f unpredictability during service encounters.

Secondly, frontline employees in reception are allocated a wide variety of tasks
including billing, while the tasks of their colleagues in Food and Beverage are more
technical and are in most cases restricted to order-taking and serving (e.g. waiters).
This means that jobs at reception inevitably demand a higher degree of decision-
making authority, as employees may routinely engage in decision-making affecting
the revenue of the hotel, by making, for example, rebates or other forms of financial
concessions to guests. On the contrary, routine decision-making in the Food and
Beverage outlets refers mostly to the technical aspect of service (e.g. to serve a guest

from the left side, if the guest is leaning towards the right) or to predictable service
situations, as, for example, to take a dish back in case o f a mistake in the order.   Such
decision-making does not necessarily require a high degree of authority.

Thirdly, the need for a "prompt" response to the input of customers is greater in Front
Office, where customers are usually queuing  at the front  desk,  than  in  Food  and
Beverage outlets, where customers are usually sitting on a table in the restaurant or at
the bar while enjoying their meal or drink. Therefore, inability of an employee at the
front desk to provide a prompt response to a guest's request may have a negative
impact on the guest's perceptions of the quality of service received. However, this is

"not necessarily an issue in Food and Beverage, where the employee has the "luxury
of consulting with a superior in the event of a difficult situation, without this having
any impact on the guest experience.
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Finally, the involvement of a manager in the event of a complaint or problem in the
Food and Beverage outlets may actually enhance service quality, as the customer
receives "extra" attention, which is in luxury restaurants part of the product that a
customer is purchasing. Indeed, many managers in Food and Beverage emphasised
that they want to be personally involved in the event of customer complaints and in
the south even noted that complaint-handling is not part of the job ofa waiter.  On the
contrary, involvement of a manager in Front Office, because of a dispute about a
mini-bar charge, for example, is usually frustrating for the guest, who may be in a
hurry to depart, and is likely to create a negative impression about service quality.
Consequently, unlike Front Office, in Food and Beverage there is less need to
delegate a high degree of authority to customer-contact employees, in order to enable
them to deal with customer complaints or problems.

Summarising all the above, it appears that customer-contact employees in Front
Office require a higher degree of authority, in order to be able to deliver high quality
service to customers, compared to their colleagues in Food and Beverage. This has
been reported by the managers themselves and is further confirmed by employee
perceptions regarding the extent of authority they have in their job.

As mentioned, the difference in delegation of authority between the two departments,
as well as the reports of managers, point to a higher degree o f empowered behaviour
in Front Office compared to Food and Beverage. However, the result is not confirmed
either in the main regression equation or in the equation that excludes delegation of
authority, which is the most obvious factor to suppress the specific contributor (Table
7.6). The correlation matrix in Appendix C is not enlightening either, as the respective
correlation is non-significant. In any case, the results in this case do not verify the
picture obtained during the interviews with managers.

The regression equation in Table 7.9 confirms the expectation that employees in Food
and Beverage would perceive rewards as more performance-related than their
colleagues in Front Office. The most obvious explanation for this finding is "tipping",
which for categories, such as waiters, is a standard part of their income (Lynn and
Graves,  1996). A good example for this is the 16 percent service charge in Food and
Beverage outlets mentioned in Belgium, which ties a sizeable proportion o f employee
remuneration to performance.  For the rest o f the variables, Tables 7.3 and  7.9 do not
uncover any important differences between the two departments.

7.4.3 Differences between Hotels in North and South Europe including all
Employees

So far the focus of the study has been to detect differences in the empowerment
process, which may be attributed to the influence of cultural values. For this the
preceding analyses were conducted only among employees working in and originating
from the two identified regions and this was also maintained for the rest of the
analyses for reasons of consistency. Hotels, however, have an inherent international
character and eventually organisational policies and management interventions and
behaviours involve the entire workforce irrespective of nationality or cultural
background. Moreover, as was mentioned during the interviews, many hotels
especially in the north rely upon a multicultural labour market in order to satisfy their
needs in personnel. It is therefore interesting to conduct anew the main regression
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equation including this time all employees in the sample regardless of their nationality
or their cultural backgrounds.

According to the results in Table 7.10, the inclusion of all employees working in the
two regions yields very similar results with the main regression equation, which has
been used to test the research hypotheses. This means that the decision to test the
hypotheses only among employees working in and originating from the two regions of
interest had eventually no influence on the principal findings (i.e. research
hypotheses) of the quantitative analysis. Delegation is again shown to be the largest
and strongest contributor o f empowered behaviour and the contributions o f customer-
oriented culture and sharing of information are still uncovered, although somewhat
weaker in the first case. Again the contribution of region to empowered behaviour is
uncovered, although it is slightly smaller and weaker (p<.01 ). Although in strict terms
the two equations cannot be compared as they are based on different samples, this
moderating effect was anticipated considering that in the sample o f the north (mostly)
many employees are included who originate from southern countries.

Table 7.10: Results of multiple regression analysis on empowered behaviour
including all frontline employees for both regions and separately for North and South
Europe

All Employees a South Europe b North Europe c
Variable                 B.            AR'            0,            AR2            0,            AR'

Age                    .01 .08 -.09

Education 4 -.14 .04 -.13

Education 3 -.19* .01 -.26*

Education 2 -.11 .10 -.25*
Males .05 .03 .04

Per. Full-time .05 .10 -.01

Front Office -.10 -.07 -.17
Tenure 1 -.06 .03 -.17

Tenure 2 -.16* -.13 -.26

Tenure 3 -.10 .05 ..10 .07 -.09 .07

Culture .12* .22** -.04

Delegation .44
...

.37*** .64
...

Management style .13 .24 -.03

Communication -.06 -.13 .06

Information -.15* -.27** .06

Training -.01 -.02 -.03
Rewards -.02 .23

....
.06 .22

...
-.18 .30

...

South Europe -.18" 02**

R2 (adjusted R2) .31** (.27) .29
***

(.23) .37
...

(.28)
a N=349
b  N=218
c N=131
d Standardised final B's, when a variables are in the equation
* p<.05, ** p<.01, ...

P<.001

The equation confirms the contribution of tenure with the hotel and uncovers also a
significatit contribution of education. In particular, employees with further education
or vocational training perceive exercising a lower degree of empowered behaviour
compared to employees with a university education. This result is consistent with the
expectation stated in the theoretical framework that educational level is probably the
personal attribute most likely to influence empowered behaviour. The fact that the
contribution of education to empowered behaviour was not uncovered in the main
regression equation is most likely attributed to the small number of cases of the
reference group (i.e. employees that have attained university education), which was
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apparently not sufficient to yield statistical significance. However, when considering
all employees the number of cases in the specific category increases (from 21 subjects
to 40), which may be due to the fact that many university students originating from
the south are included in the North Europe sample4. The fact that the failure to
uncover a statistically significant contribution in the main equation is probably
accredited to the small sample size of the reference group questions the validity o f the
finding of the main analysis that education does not play a role in the empowerment
process. In fact the results of the equation in Table 7.10 suggest that more educated
individuals are more inclined to demonstrate initiative, which further stresses the
stance of the present conceptual proposition that the implementation of empowerment
is also dependent on individual attributes.

7.4.4 Implementation of Empowerment in Hotels in North and South Europe

A final analysis concerns the extent to which the findings of the main regression
equation apply separately in south and north Europe. The last two equations in Table
7.10 repeat the main regression equation separately for all employees in south Europe
and all employees in north Europe. The results once again support the principal
finding of this study that the most important contributor to empowered behaviour is
the extent to which individuals perceive they have authority in their job.  In the north
the contribution o f delegation o f authority is considerably larger than in the south and
it is in fact the only management intervention shown to influence empowered
behaviour. This result suggests that the only management intervention required in the
north for the implementation of empowerment is the delegation of authority to
frontline employees to control and enhance service quality and customer satisfaction
during service delivery. On the contrary in the south the results show that in addition
to delegation of authority empowered behaviour depends also on the customer
orientation of the organisational culture and sharing of information. As the negative
contribution of the latter was earlier explained to be due to an interaction effect with
delegation of authority, the results suggest that in the south the decision to empower
requires also the alignment of organisational culture towards the goal of service
quality and customer satisfaction. In addition, education in the north appears to be an
important contributor of empowered behaviour, which is translated in significant
differences between both employees with "further education and vocational training"
and "non-university higher education" and those with university education. In the
south no individual-related variables appear to play a role, which suggests that
empowerment in the southern countries is a question of management interventions.

4 Although Hardy (1993: 10) cautions that the selection of the reference group in the case of dummy
variables should also "contain a su fficient number of cases to allow a reasonably precise estimate of
the subgroup mean", the specific reference group was chosen on the basis that it is clearly distinct from
the rest of the groups and  it was thus most likely to yield substantive differences. (The alternative  of
defining as reference group employees with "secondary school or lower" education does not yield in
the main regression equation any statistically significant differences either.)
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CHAPTER 8

THE EMPOWERMENT PROCESS REVISITED

8.1 Introduction

The present study attempts to shed light on one of the most used "buzzwords" of our
time, "empowerment" Although introduced in the management vocabulary two
decades ago, the term continues to be at the centre of academic debate and has been
embraced by diverse disciplines. This is perhaps not surprising, as empowerment has
been claimed to be the missing piece of a puzzle formed by growing global
competition, organisational restructuring, the increasing importance o f service quality
and customer satisfaction and the emergence of the human resource management
paradigm. The promise of the empowerment doctrine for some redistribution of power
within organisations and for allowing workers some degree of self-determination in
their working life also matches the progressive democratisation of society and
organisations. Every single piece of this puzzle remains increasingly relevant
nowadays and inevitably, so does empowerment.

Yet the growing attention paid to empowerment has not increased our understanding
of the notion. Chapter 2 presented a range of distinct approaches to and definitions of
empowerment, which underline the conceptual ambiguities of the notion, which is
seen from different perspectives and is ascribed to a variety of meanings. The primary
question that the present study therefore needed to address was: "What is
empowerment?". In trying to answer this question an integrated approach to
empowerment was adopted, which synthesised the underlying notions of the diverse
conceptualisations of empowerment. This analysis resulted in a set of definitions of
empowerment in general in the context of social sciences and specifically in the
management field. A definition of the concept was also offered in the context of
hospitality and the selection of upscale and luxury hotels as the field for the research
was substantiated. On the basis of the contingencies of Bowen and Lawler (1992) it
was shown that upscale and luxury hotels are where empowerment is more suitable as
a service strategy and therefore more likely to be found.

The study subsequently attempted to analyse how empowerment can be implemented
in practice. So far, this issue has been discussed in the empowerment literature in a
purely theoretical and fragmented way, lacking empirical support and a holistic
perspective on the antecedents of empowered employee behaviour. In Chapter 3 a
conceptual model of implementing empowerment was proposed by integrating the
piecemeal theory on the antecedents o f empowered behaviour during service delivery.
According to this model the various interventions and behaviours identified have been
categorised as "empowerment practices", "empowering human resources practices",
"empowering management style" and "empowering organisation".

Considering the international and multi-cultural context in which hospitality
organisations operate the study subsequently addressed a prominent question that has
hardly been a concern of empowerment theory thus far. In particular, the study
addressed the issue of the cultural relativity of the concept of empowerment by
examining the implications that cultural values have in the implementation of
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empowerment in different cultural contexts. This has been argued to be an extension
o f the long-lasting debate about societal convergence or divergence and about whether
organisations are culture-bound or culture-free. The study then focused on the work
on national cultures of Geert Hofstede, one of the most prominent supporters of
societal divergence and the culture-bound thesis. On the basis of two of the
dimensions of national culture that he has developed, power distance and uncertainty
avoidance, the cultural relativity of the propositions of the empowerment doctrine was
supported. Specific hypotheses were then formulated postulating relationships
between these dimensions of national culture and the various management
interventions and behaviours of the conceptual model.

In order to provide answers to the aforementioned questions qualitative and
quantitative research was conducted  in 16 upscale and luxury properties  of a major
international hotel company in seven EU countries. The qualitative part involved
semi-structured interviews with 45 managers of the hotels and one interview at the
company Head Office in Brussels, which generated information about corporate and
unit strategies and policies and the way that these are implemented in practice. The
quantitative part of the research involved a survey among more than 400 customer-
contact employees working in the departments of Front Office and Food and
Beverage. The questionnaire measured the variables of the conceptual model and
regression analysis was used for the statistical testing of the research hypotheses. On
the basis of the findings of both the qualitative and quantitative part of the research,
which have been presented respectively in Chapters 6 and 7, this final chapter will
provide the answers to the research questions (Section, 8.2). It will do so considering
the specific limitations of the present study and stressing, in Section 8.3, the
contribution o f the research findings to the knowledge o f the field.  On the basis of the
main conclusions of the research, Section 8.4 will discuss their implications for
management and subsequently some recommendations for future research will be
offered (Section 8.5). The chapter, and the present thesis, will end with some
concluding remarks in Section 8.6 regarding the broader implications of this study.

8.2 Conclusions

The aim of the present study was to provide an understanding of the concept of
empowerment within the hotel  industry and examine the implications of applying the
concept in the cross-cultural context of the European Union. The study specifically
addressed three research questions: Firstly, what is empowerment, secondly, which
factors are important for its application in practice and thirdly, what is the influence of
national culture when empowerment is implemented in different countries? The
answers to these questions are presented below.

8.2.1 What is Empowerment?

In searching for the meaning of empowerment this study has examined the notion
from two perspectives. On the one hand it examined the etymological properties of the
term and on thF other it sought for the underlying notions and ideas conveyed by the
term empowerment. The crucial problem in the case of empowerment is that the
etymological properties of the term allow significant room for various interpretations
and conceptualisations mostly due to the different forms and meanings of "power".
Although there seems to be some agreement on the fact that by "empowering" some
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form of power is being transferred, there are many different accounts as to what this
"power" is, to whom it is transferred and what this transfer aspires to. Inevitably, the
search for the meaning of empowerment resorted to the underlying notions conveyed
by the term.

Following an extensive review of conceptualisations of empowerment this study
found that empowerment in all contexts studied pursues both a narrow aim of
individual/group autonomy and a broader aim of individual/group development.
Building on the proposition of Sorensen (1997) it was argued that empowerment is
seen as pursuing the narrow end o f individual/group autonomy, when considered from
an aggregative perspective and is seen as pursuing the broader end of
individual/group development, when considered from an integrative perspective.
From an aggregative perspective empowerment was therefore defined as ceding to
individuals or groups a degree of autonomy, whereas from an integrative perspective
it was defined as enhancing individual or group development to its full potential.
Almost all conceptualisations of empowerment reviewed in this study fall under one
of these two perspectives and in most of them both these perspectives are strongly
present (e.g. Carlzon, 1987; Brymer, 1991; Bowen and Lawler, 1992). In fact, many
of these even offer definitions of empowerment from both an "aggregative" and an
"integrative" perspective (e.g. Zemke and Schaaf, 1989; Ripley and Ripley, 1992;
Randolph, 1995; Maxwell, 1997).

In the management field, which was the focus of the present study, the notion of
empowerment as seen from an aggregative perspective, was found to relate
predominantly to product and service quality. Empowerment was therefore defined as
the notion  of devolving decision-making authority and responsibility for control and
enhancement of product and/or service quality to the point of production. An
important conclusion to be emphasised here is that this focus on product or service
quality is not in any way based on the etymological properties of the term
empowerment. Although empowerment, as earlier defined, does not exclude the
possibility that the autonomy ceded to workers may also involve autonomy in
controlling and enhancing product and service quality, there are no grounds to argue
that this must exclusively be the case. Yet, this predominant emphasis on product and
service quality delineates the conceptual properties of a concrete management idea,
which has received remarkable attention from both academia and industry. This
management idea suggests that by devolving authority and responsibility to lower
level employees for control of product and service quality, these will probably
improve. As the term empowerment does incorporate the notion of
devolution/delegation of authority, this management idea could be more accurately be
specified by a more descriptive term, such as "empowerment for quality
control/improvement", which would also incorporate the notion of quality'.   A
breakthrough in the understanding of empowerment is the detection of the origins of
this management idea in the work of Juran on quality control and in particular in the
concept of self-control. The similarity of the conceptual domains of this concept with
those of empowerment leaves few doubts that we are in fact dealing with a single
concept.

1 Emphasis here is not on the specific term suggested, but on the incorporation o f the notion of quality
control/enhancement, so as to describe accurately the premises of the management idea.
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The notion of empowerment has been subject to further conceptual restrictions in the
context of hospitality, since it predominantly involves service quality, targets frontline
employees and focuses on the employee-guest encounter. Once more, there are no
etymological grounds to base this conceptual restriction of empowerment, which
could more accurately be specified by a more descriptive term, as, for example,
"empowerment for service quality control/improvement", which would also
incorporate the notion o f service quality. Nevertheless, the concrete management idea
conveyed by the term empowerment cannot be ignored and neither the fact that it has
attracted the interest of both the literature and the hospitality industry. This idea
suggests that by devolving decision-making authority and responsibility for service
quality and customer satisfaction to frontline employees, these will improve.
Empowerment  in the context of hospitality has  therefore been defined  as the notion of
devolving decision-making authority and responsibility to frontline employees for
control and enhancement  of service quality and customer satisfaction during service
delivery. This definition of empowerment  in the context  of hospitality has  further been
supported by the interviews conducted with the hotel managers, who in most cases
provided a definition very similar to the one adopted by this study. Interestingly, the
concept of empowerment was also recognised by managers in non-English speaking
countries, which underlines the importance of the concept for the hotel industry
internationally.

Probably the only conceptualisation of empowerment not fitting precisely either under
the aggregative definition or under the integrative definition concerns empowerment
considered from the psychological perspective, which Spreitzer (1995) accurately
ascribes to the term "psychological empowerment". Although this study made a clear
distinction between the notion of empowerment and that of psychological
empowerment, it does propose a framework that integrates the two notions. In
particular, it is argued that the effectiveness of empowerment interventions does not
only depend on the content of the interventions themselves, but foremost on the way
that they are perceived and experienced by individuals.

8.2.2 Implementation of Empowerment

One ofthe most important issues in the empowerment debate and the most relevant to
the hotel industry itself concerns the way that management can implement the concept
in practice. According to the results of the quantitative analysis the most important
factor in the development of empowered behaviour is delegation of authority. This
finding suggests that employees are not likely to take any initiative or make any
decision in their job, unless they perceive having the commensurate degree of
authority to do so. The importance of delegation of authority is crucial considering the
reluctance of managers to delineate employees' authority, even though many o f them
argued that employees were expected to exercise initiative and discretion within
"reasonable limits". However, if employees do  not have a clear understanding of what
decision or initiative is reasonable for the organisation, they are more likely to
"check" first with their superiors. Therefore, the most crucial intervention in the
empowerment .process is the formal delineation of employees' authority, which
enhances employee understanding on what is "reasonable" for the organisation and
simultaneously defines the boundaries within which employees may decide what is
good for the customer. This conclusion is in line with the findings of Hartline and
Ferrell (1999) that role ambiguity has the most prominent effect on employee
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adaptability during the service encounter, as well as with the findings of Quinn and
Spreitzer (1997) from their extensive research of empowerment programmes in
organisations. They also recommend setting clear boundaries to employees' decision-
making discretion, in order to reduce "the disabling uncertainty and ambiguity that so
often accompany empowerment efforts" (p.46).

The importance of delegation of authority in the empowerment process was also
mirrored in the interaction effect found between sharing o f information and delegation
of authority. This finding suggests that the influence of sharing of information on
empowered behaviour depends on the extent to which employees perceive they have
authority in their job. Hence, the reluctance of management to formally delegate
authority may not only result in employee hesitation in the exercise of discretion
during non-routine situations, but also in stifling initiative and creativity among those
individuals who are more aware of the impact of their actions on organisational
performance and goals.

The second factor found to be important in the development of empowered behaviour
was the customer orientation of the organisational culture. According to the
quantitative analysis the more employees perceive that the organisational culture is
oriented towards service quality and customer satisfaction, the more they exercise
empowered behaviour. This finding is consistent with the empowerment theory and
confirms the predominant assumption that employees will undertake extra-role
behaviours only if they perceive that their working environment values and is
supportive of such behaviours. An environment conducive to empowered behaviour is
one in which organisational processes are aligned towards the goal of service quality
and customer satisfaction and where all organisational members (i.e. management and
employees) share the commitment and actively pursue the fulfilment of this goal. The
importance of a customer-oriented culture in the empowerment process was also
evidenced in the interviews with the managers. In the hotels where managers
indicated that the application of empowerment was extensive (mainly in the north),
they also reported a range of formal processes (e.g. training, communication and
employee involvement) that demonstrate and support the customer orientation of the
organisation. Such processes reinforce employee perceptions of the organisation's
customer orientation and most importantly they directly involve employees in the
organisation's quest for service quality, which encourages employees to exercise
empowered behaviour when dealing with non-routine service situations threatening
customer satisfaction. The importance of management's commitment to service
quality in the empowerment process was also stressed in the study of Hartline and
Ferrell.

A striking finding of the quantitative part of this research is that training did not
emerge as an important factor explaining variation in empowered behaviour. This
means that hotel operations seeking to empower their customer-contact employees
may not necessarily achieve this through training, regardless of its intensity. This
finding is contrary to expectations considering the overwhelming emphasis on
training in the. empowerment literature, which is often recommended as the major
intervention necessary in the empowerment process (e.g. Sternberg, 1992). Surprising
is also the finding that empowering management style did not have a decisive
influence on empowered behaviour. Again the emphasis of the empowerment theory
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on the importance of the role of managers and supervisors in the empowerment
process is overwhelming,

Furthermore the research did not yield any significant contribution of performance-
related rewards and openness of communication to empowered behaviour. Whereas
the latter finding is not so surprising in view of the weak direct causal link of
openness of communication with empowered behaviour, the finding regarding
rewards deserves more attention. On the basis of the information generated from the
interviews the absence    of a signi ficant contribution of rewards to empowered
behaviour may be attributed to the absence of a systematic process rewarding such
behaviour. This finding may reveal a need to develop systematic processes for
rewarding empowered behaviour, i f such processes do not exist, or to expand existing
rewarding processes and to reinforce their link to such behaviour.

The results further point to the important role of individual-related factors, such as
employee tenure with the hotel and education in the empowerment process, which
have largely been ignored by empowerment literature. In particular, the results
suggest that employees with a longer tenure with the hotel exercise a higher degree of
empowered behaviour. This is not so surprising and in the qualitative part of the
research managers not only related employee's experience to the extent that he or she
exercises empowered behaviour, but further to the extent that they delegate authority
to individual employees. This finding means that empowered behaviour increases
through accumulated experience and this underlines the importance of employee
retention. Moreover, it suggests that management wishing to empower its workforce
may need to consider selecting candidates with more previous work experience in
similar positions over those with less experience. As far as education is concerned, the
research findings have shown that employees with university education demonstrate a
higher degree of empowered behaviour than employees with further
education/vocational training. This finding is in line with the findings of Spreitzer
(1996: 498) who also found that higher levels of education are critical for enhancing
psychological empowerment, "particularly in terms of providing skills and abilities
individuals need to feel competent". This raises implications for selection-recruitment,
as it indicates to management that employees with higher educational levels are more
likely to embrace empowerment, therefore pointing to a potential trait of
66

empowerable" employees. It may also emphasise the importance of training in
providing skills and abilities, which enhance individuals' feelings of self-efficacy.

In evaluating the above findings it is necessary to take into consideration the specific
limitations of the present study. Relevant here is primarily the limitation concerning
the use of the self-report method for the collection of data, which allows for the
possibility of some inflation in the correlations between variables and the most serious
danger of data contamination due to social desirability bias. The second limitation
concerns the possibility of some error in the measurement of employees' tenure with
the hotel. Although it is important to emphasise that the highly controlled
environment in which the employee survey was conducted mitigates the potential
negative impact of the above limitations on the research results, some caution is
required regarding the interpretation of the research findings and the conclusions
drawn. Therefore, rather than placing the predominant emphasis of the conclusions
from this research on the fact that some management interventions are more important
than others in the empowerment process, the present study emphasises the integrated
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approach needed for the implementation of empowerment in practice. Under this
perspective, all management interventions considered in the present study are
important in the implementation of empowerment and need to be aligned with the
goals of the empowerment initiative. As Riley (1996: 201) points out: "If your labour
strategies are coherent, then the individual is more likely to 'sense' what you are
doing than if he or she is being pulled in two different directions at the same time. ,•

8.2.3 The Cultural Relativity of Empowerment

The present study also addressed the implications of applying empowerment in
different cultural contexts. As explained in Chapter 5, due to the composition of the
research sample the most suitable way to address this issue was by comparing the
empowerment process in north and south Europe.

The findings of both the qualitative and the quantitative research have revealed a clear
difference in the empowerment process between north and south. This discrepancy
was not only uncovered in relation to employee empowered behaviour and to
delegation of authority, but also to other management interventions,  such as sharing of
information, openness of communication, training, selection-recruitment and
customer-oriented culture. The evidence from the employee survey revealed that the
exercise of empowered behaviour is more extensive in the north than in the south.
Employees in the north are more inclined to bend the rules of the hotel to please
customers, resolve customer complaints even outside their domain of responsibility
and make financial concessions for that purpose when necessary and use creativity
and "go out of their way" in order to please customers. The information provided
from the interviews supports this finding, as managers in the north generally reported
that frontline employees in their hotels consistently engage in empowered behaviour
and usually would not resort immediately to management assistance when dealing
with non-routine service situations. On the contrary, in the south managers generally
reported that employees do not engage in behaviours outside the boundaries of their
role and would usually seek management involvement when faced with non-routine
situations. Especially clear was the discrepancy between north and south when it
comes to financial concessions. While in the north managers generally stated that
employees would often make financial concessions even without consulting first with
a manager, in the south managers were in most cases very clear that making financial
concessions is not part of the job of employees, who in those situations seek the
involvement of a manager.

The survey showed that employees in the south perceive they have a lower degree of
authority to function independently in their job than their colleagues in the north. This
finding is further reinforced by the information provided by the managers themselves
regarding the extent to which they delegate authority to frontline employees.
Especially in Italy, which comprises the largest proportion of the sample in southern
Europe and to a slightly lesser degree in Belgium, managers made a clear distinction
between the extent of authority and responsibility that should be - and eventually is -
allocated to the managerial, supervisory and line level. In Italy, it was frequently
stated that this distinction between the roles of managers and subordinates and their
commensurate level of authority is prescribed by union agreements, which means that
this absence of delegation is also institutionalised. On the contrary, in the north
managers in most cases reported delegating an increased degree of authority to
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employees and readily identified their "expertise" in detecting customer needs and
problems and in selecting the appropriate means to ensure customer satisfaction.

Both the qualitative and quantitative data revealed a discrepancy between the north
and the south in relation to openness of communication and sharing of information.
Employees in the south perceive that communication in their working environments is
less open and that management shares less information with them compared to
employees in the north. The information provided by managers confirms these results.
Managers in the north reported a range of formal processes facilitating especially
upward communication and a variety of means for the devolution of organisation-
related in formation, including new technology (i.e. intranet). In contrast,    most
managers in the south did not report formal means of facilitating up-ward
communication and expressed a general preference for an informal communication
climate. Occasionally, they even expressed their reluctance to devolve sensitive
information to lower level employees and obviously acknowledged the absence of
formal channels to do so.

Furthermore, the evidence from the employee survey showed that employees in the
south perceive they have been trained less to independently master routine and non-
routine service situations compared to employees in the north. This discrepancy
between north and south was also evidenced in the qualitative data, as managers in the
north described a very formalised, extensive, intensive and on-going training process,
whilst their colleagues in the south reported that employee training occurs mainly on
the job. The comparably lower degree of training found in southern countries seems to
be related to the very low labour turnover in these countries, which makes high
investment in training less necessary, in contrast to northern countries - and especially
England - which are facing a considerably higher labour turnover. Labour turnover
seems to account also for the discrepancies between north and south in the process of
selection-recruitment. In the north the emphasis is placed on extending the recruitment
sources for attracting candidates, while in the south the emphasis is mainly placed on
the evaluation of candidates. Selection criteria overall emphasise personality traits
(e.g. attitude, service orientation), however, in the south previous work experience is
also considered an important criterion.

Finally, a discrepancy exists between north and south in terms of the customer
orientation of the organisational culture, while the qualitative data also pointed to a
discrepancy in the extent to which rewards are linked to performance. The data from
the employee survey reveal that employees in the north perceive the organisational
culture is more oriented towards service quality and customer satisfaction. The
qualitative data also seem to confirm this discrepancy, considering the ready
availability of formal processes of training, communication, sharing of information
and employee involvement in the north, which reinforce employee perceptions of the
customer orientation of the organisational culture. The qualitative data reveal also a
greater availability in the north of incentive schemes linking rewards to individual
performance and a greater emphasis in the south on equal compensation of employees
of the same rank, position and seniority. According to managers in the south it is
actually the legislative framework and union agreements that impose equal
compensation. Interestingly, this discrepancy was not uncovered from the employee
survey, which may point to the conclusion that employee rewards for frontline staff
are not primarily based on individual performance.
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Of course the issue of concern in this study  is not merely whether differences exist in
the empowerment process between north and south Europe, but how far these
differences can be attributed to the influence of national culture. The plausibility of
the cultural explanation is based on three arguments. Primarily, the differences found
are largely in line with relationships postulated on the basis o f the cultural context o f
the countries under study. In particular, these relationships have been substantiated on
the basis of the work of Hofstede on national cultures and the implications for
management theories and practices that he has derived from the dimensions of power
distance and uncertainty avoidance. Therefore, the cultural explanation is offered here
on the basis of specific a priori theoretical considerations. Secondly, a number of
other potential influences that might account for the discrepancies found, such as
industry and organisational culture, technology, hotel size, segment and market, have
been controlled for. Additionally, the discrepancies revealed from the quantitative
data cannot be accredited to socio-demographic differences, such as gender, age,
education, job tenure and type of employment. Specifically, in relation to empowered
behaviour the differences between north and south cannot be accredited to
management interventions, such as customer-oriented culture, delegation of authority,
management style, openness of communication, sharing of information,
empowerment training and performance-related rewards, which have been controlled
for. Therefore, the cultural explanation is not offered here arbitrarily by ignoring other
relevant factors that might influence the empowerment process across countries, but
on the basis of a systematic effort to control for their potential influence.

Finally, and most importantly, the validity of the cultural explanation for the
discrepancies revealed in management interventions and employee behaviour between
north and south is reinforced by the insight offered by managers, who are assigned a
crucial role in the empowerment process. This insight not only allows us to explain
the findings of this research on the basis of the cultural effect, but specifically on the
basis of values pertaining mostly to power distance and to a lesser degree to
uncertainty avoidance. This is mostly the case concerning empowered behaviour and
delegation of authority. Managers in the south generally described an overall
preference of employees for managerial direction, reluctance to assume responsibility
and to accept authority beyond the boundaries of their job. Such descriptions are
consistent with the anticipated picture in these countries and point to a cultural context
of large power distance and strong uncertainty avoidance. Conversely, in the north
managers reported that employees are inclined to demonstrate initiative and make
independent decisions, which again is consistent with the anticipated behaviour of
individuals originating from the small power distance and weak uncertainty avoidance
cultures of the north. Interestingly, when managers were specifically asked to compare
the behaviour of employees originating from different cultural contexts, they tended to
ascribe to individuals from the south (and other large power distance cultures) an
inclination to await direction, as opposed to an inclination for initiative and
independent action, which they ascribed to individuals from northern countries (and
other small power distance cultures).

As far as delegation is concerned, managers in the south not only clearly expressed
their reluctance to delegate authority to frontline employees, but also justified this
reluctance with arguments directly echoing power distance values. Such typical
arguments used include the "need to drive people by hierarchy", the perceived "gap
between a manager and a 'regular' employee" and the assertion that "answering to
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complaints is not the job o f the waiter", which are clear traces of large power distance
values. Accordingly, managers in the north also justified their willingness to delegate
on the basis of cultural values, emphasising in particular the "natural fit" of
empowerment with the prevailing democratic values in these countries, in which it is
generally conceded that individuals should be allowed to express their opinion and
make independent decisions. Again the echoes of small power distance values are
evident.

Arguments implying cultural values were also expressed regarding management's
reluctance to share sensitive information with lower level employees, as managers in
the south occasionally mentioned that "the mentality is not to give these kind of
numbers to employees" or that such information "needs to be kept secret". In general,
the available evidence from the research data point to a higher centralisation ofpower
in the hotels in the south, as opposed to a lower centralisation of power in the hotels  in
the north, which is precisely the anticipated picture according to the theory of
Hofstede and previous comparative studies (Drenth and Groenendijk, 1998). This high
centralisation of power in the south is evidenced in the low degree of authority
delegated to line level employees, the restricted availability of and access to
information and a less open communication climate. In contrast, in the north the high
degree of authority delegated to employees, the systematic devolution of sensitive
information throughout the organisation and the more open communication climate
connote more decentralised organisations.   From this perspective the uncovered
discrepancies regarding these interventions seem to be associated with the dimension
ofpower distance.

But even the differences found in the training process between north and south, which
have mainly been attributed to labour turnover, may in fact reflect differences in
cultural values associated with the dimension of uncertainty avoidance. According to
Hofstede in strong uncertainty avoiding cultures safety and security needs would
prevail over other needs and this may result in low labour turnover. On the contrary,
in weak uncertainty avoiding cultures security would not prevail as the supreme
motivator, which may in turn be refected in higher labour turnover. Indeed, the
samples in the southern countries included here were not only typified by very low
labour turnover, but also by strong uncertainty avoidance values, (table 5.5), whilst
the samples in the north were typified by high labour turnover and weak uncertainty
avoidance values. Although no evidence is provided in this study regarding the nature
of the association between uncertainty avoidance and labour turnover, the cultural
explanation should be considered as a possible explanation for the revealed
discrepancies.

Although the research evidence presented above is not sufficient to prove that the
revealed discrepancies between north and south are due to the cultural effect, it does
underline the plausibility of the cultural explanation. Most importantly, there is
certainly sufficient evidence to raise the issue of the cultural relativity o f the notion o f
empowerment and to conclude that there are indeed implications when applying it in
different cultural contexts. The conceptual propositions of the empowerment doctrine
appear to fit more in the cultural context of countries, like Sweden, England and the
Netherlands and less so in the cultural context of countries like Italy and Belgium.
The latter could also be argued for Portugal and Greece, when considering the general
cultural context o f these countries, as this is described by cultural theories (Hofstede,
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1991;  Durcan and Kirkbride, 1994), although the findings of this research point to the
opposite direction, at least as far as the specific properties examined here are
concerned. This point deserves further caution. In particular,  in the presentation o f the
research findings reference was broadly made to north and south Europe, however
data were predominantly collected from Italy and Belgium in the south and England
in the north. As reference to north and south was imposed by the fact that data was
drawn from these broader regions, caution is required regarding the extent to which
the research findings apply to Greece, Portugal, Sweden and the Netherlands, where
limited information was generated. In general, reference to such broad regions may in
fact underrate the importance of differences existing between countries clustered in
the same region, which obviously should also be taken into consideration.

8.2.4 When is Empowerment Relevant?

The research findings may also shed light on the question of when employee
empowerment is an appropriate strategy for hospitality organisations. According to
the findings of both qualitative and quantitative analysis there seems to be a
discrepancy in employee empowerment between the departments of Front Office and
Food and Beverage. In particular, the interviews with the managers pointed to a lower
degree of delegated authority in Food and Beverage and the evidence from the
quantitative data has also supported the discrepancy in delegation of authority
between the two departments. This finding may lend some support to the contingency
approach proposed by Bowen and Lawler (1992) and the arguments of Bowen and
Basch (1992), as it suggests that the degree of product standardisation and the extent
of unpredictability of the business environment introduced in the service encounter
influence the extent to which employee empowerment is needed. Indeed. the more
standardised product offered in Food and Beverage (i.e. specific items on the menu, at
a fixed price, during specific hours) compared to Front Office and the more
predictable service encounters that this creates make the need for empowerment of
employees less intense. Moreover, the emphasis of many F&B managers on being
personally involved in the occasion of complaints, which enhances service quality by
giving "extra" attention to the guest, stresses the fact that empowerment is a means to
the end of service quality and not an end in itself. As long as managers are present, as
is usually the case in Food and Beverage outlets and as long as their involvement is
not harmful to customer satisfaction (e.g. additional time delays), they tend to
withhold decision-making power for quality issues, in order to maintain standards and
secure organisational interests. In conclusion, the discrepancy found between Front
Office and Food and Beverage suggests that employee empowerment is a more
relevant approach for service delivery, when it indeed serves to enhance service
quality and customer satisfaction.

8.3 Contribution to the Field

The contribution of this study to the empowerment theory is that it offers an
integrated approach for the understanding o f the notion, which synthesises the diverse
conceptualisatipns of empowerment. While the conceptual ambiguities of the notion
have been well documented in other reviews (e.g. Hales, 2000), so far no attempt has
been made to clarify these ambiguities by approaching the subject of empowerment
from a holistic perspective. On the contrary, advocates o f empowerment in most cases
merely offer their own conceptualisation of the notion, with restricted consideration o f
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the diversity of approaches to the subject.  When the focus is on the management idea
ascribed to empowerment, the etymological properties o f the term  are not considered
and neither are the propositions of other conceptual approaches (e.g. Brymer, 1991;
Bowen and Lawler, 1992). Conversely, when the focus is on the etymological
properties of empowerment, the concrete management idea conveyed by the term
empowerment is ignored (e.g. Conger and Kanungo, 1988; Thomas and Velthouse,
1990; Sparrowe, 1994; 1995). Even Lashley's extensive work on empowerment,
which indeed considers the diversity  of the forms that empowerment takes in practice,
leaves the fundamental question unanswered. Which are the underlying notions o f the
various forms identified - surprisingly, older and well-known management ideas and
concepts - that justify their re-labelling as "empowerment"? These approaches
exacerbate the conceptual ambiguities of empowerment and result in its
interchangeable use, which further adds to the vicious circle.

The identification of an aggregative and an integrative approach to empowerment in
the present study offers the principal perspectives from which empowerment is
considered in general in the social sciences, but also in the management discipline.
Both are distinct, but not mutually exclusive as empowerment seen from an
aggregative perspective is considered a means for the fulfilment of the ultimate goal
of empowerment, seen from an integrative perspective. In the management context
and in hospitality, the present framework acknowledges the arbitrary restriction of the
conceptualisation of empowerment according to the etymological properties of the
term, but simultaneously recognises the domains of a concrete management idea
conveyed with the term, which should also not be ignored. The detection of the
origins of empowerment in the concept of self-control is further an important
contribution to the understanding of empowerment, as it underlines its evolution as a
self-contained management idea with its distinct conceptual domains. The distinction
of empowerment from the notions of despecialisation and decentralisation offers
conceptual clarity and prevents the confusion created by the presentation of older
ideas and concepts under the empowerment banner. Finally, the current approach
makes a clear distinction between empowerment and the notion of psychological
empowerment, yet again offers an integrated perspective by which both notions are
allowed a position and a role in the empowerment process.

The present study further contributes to the empowerment theory an integrated
approach to the implementation of empowerment in practice, which synthesises the
piecemeal theory of the antecedents of employee empowered behaviour. The
classification of the various interventions conducive to empowered behaviour in
" "empowerment practices", "empowering human resources practices empowering
management style" and "empowering organisation" is not only operational, but also
essential. Primarily, because it stresses the fact that the decision to empower the
workforce demands drastic changes in the organisation as a whole and secondly,
because it contradicts the fallacy that such drastic changes can occur through training
alone (Riley, 1996). Foremost, the proposed integrated approach promotes the notion
of empowerment to a more strategic level, in which empowerment is seen as a long-
term management strategy for the delivery o f service quality (aggregative perspective)
and the utilisation of human resources to their full potential (integrative perspective).
Such a management strategy demands reconsideration and alignment of all
organisational and management processes, investment in financial resources, as well
as in time and management persistence, as the drastic changes that empowerment
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demands cannot be achieved by the wave of a magic wand. Of course, the findings
regarding the critical interventions conducive to empowered behaviour are also
important contributions to the empowerment theory, as they point to those
interventions that may be the cornerstone of the empowerment process. Considering
the relatively small sample size of the present study, the research findings regarding
the critical contributors to empowered behaviour serve also as tentative hypotheses for
future research. Finally, the consideration of employee characteristics in the present
integrated approach is an additional contribution to empowerment theory, because it
directs its attention to important factors, such as working experience and education,
which have largely been ignored thus far. It stresses further the fact that the

"
empowerment process not only demands "empowering organisational and
management processes, but also "empowerable" individuals, who may be, among
others, those with longer working experience in similar positions and a higher level of
education.

The identification through empirical research of the implications of applying
empowerment in different cultural contexts constitutes an additional contribution of
the present study to theory and also to the debate about the universality or relativity of
management theories and concepts. To date - and with the notable exceptions of
Hoppe (1990) and Durcan and Kirkbride (1994) - the issue o f the cultural relativity of
the propositions of the empowerment doctrine has barely been raised and
consequently has not been addressed in a systematic manner as was attempted in this
study. In the hospitality and hotel context the literature has unanimously embraced the
propositions of the empowerment doctrine and the issue of the cultural relativity of
the notion has only been raised by Baum (1995). Yet, the findings of the present study
show that the propositions of the empowerment doctrine have been developed from a
specific cultural context and that certain cultural contexts may not readily embrace
these propositions. In addition, the empirical evidence provided by this study casts
some doubts on the universal realities about human resource management in the hotel
industry. Primarily, the industry has been characterised in terms of high labour
turnover (e.g. Iverson and Deery, 1997), yet the research findings do not indicate high
turnover in southern Europe and especially in Italy, Portugal and Greece. Secondly,
the industry is regularly criticised because of the very low investment in training of
employees, however, the present study shows that the hotel industry conditions in
countries like Italy, Greece and Portugal makes high investment in training, especially
at the beginning of employment, less necessary. Thirdly, the literature emphasises the
need for performance-related pay for employee motivation and empowerment, yet
according to the findings of this research this is not always possible due to the
legislative framework of some countries (i.e. Italy) and may even not be welcomed by
the employees themselves, as was reported in Portugal, where performance-related
rewards have been tried and failed in the past. Finally, the hospitality management
literature unanimously supports the delegation of authority to customer-contact
employees in order to improve service quality and customer satisfaction, however, the
findings of the present study indicate that such delegation is not only culturally
conditioned, but also constrained due to the legislative framework o f some countries.

8.4 Implications for Management

The persistence of the empowerment concept in the hospitality management literature
and the increasing recognition o f its value from the industry's pro fessionals underline
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the importance of empowerment for the industry. This study, adding to the current
'state of the art" the input of 46 industry professionals and 427 customer-contact
employees of a leading company in the hotel industry from seven European countries
reinforces this assertion, which also holds for the countries where empowerment was
found to be in its early stages of implementation. Indeed, in Italy it was emphasised
several times that the hotels are undergoing a transitional phase, during which a
culture of increasing employee involvement and empowerment is being instilled.

The cultural relativity of empowerment underlined by this research should not
inevitably be interpreted as incompatibility of the concept with certain cultural
contexts. On the contrary, it is argued that the application of empowerment should
take into account and  eventually adjust to the specific cultural context of each country.
While in the northern countries empowerment seems to fit with a cultural demand for
a democratic working environment, in which employees want the opportunity to
express their opinion and to grow through assuming greater responsibilities, in the
southern countries empowerment may fit with the creativity and "sense of hospitality"
inherent in these cultures. In practice, this means that empowerment could be applied
in northern cultures - as is the case - through formal processes and policies (e.g.
training, rewarding, etc.) that stimulate and facilitate decision-making and initiative-
taking during service delivery, whilst in southern cultures it could be applied through
informal processes (e.g. leadership, vision, recognition) that inspire such decision-
making and initiative-taking.

Of course a favourable cultural context is in itself inadequate in ensuring the
application of a high level of empowerment. In England, for example, the favourable
cultural environment - the willingness indeed to empower and to be empowered - is
to some extent "contradicted" by the pressures imposed to the hotels from very
intensive competition, limitations of the labour market and high labour turnover.
Moreover, as the research findings have shown, a range of other organisational- and
individual-related factors are important in the application of empowerment and
organisations willing to empower their workforce will probably need to address them.
In what follows, some implications for management are elaborated in relation to the
application of empowerment according to the findings of the present study.

Delegation  ofauthority: According to the research findings the delegation of authority
to customer-contact employees is the most decisive factor in the implementation of
empowerment. The challenge for management is to set clear lines of authority for
employees and ensure that employees have a clear understanding of these. This would
allow them the latitude to act independently within these boundaries without the fear
of potential repercussions. Employees could eventually be selected on the basis of
their ability to make good decisions within set boundaries, be trained to manage their
level of authority and responsibility and be evaluated on the basis of the degree to
which they do so effectively.

Customer-oriented culture. The research findings underline the importance of the
customer orientation of the organisational culture in the empowerment process. Since
employees are more likely to demonstrate empowered behaviour i f they perceive the
organisational culture as customer-oriented, management should consistently strive to
reinforce these perceptions. Such reinforcement not only requires the rhetoric of the
company commitment to the goal of service quality and customer satisfaction, but an

228



Chapter 8

overall organisational alignment towards this goal. This should include organisational
policies and practices, systems and procedures and obviously people (management
and employees)

Selection-recruitment: The process of empowerment in practice begins with the
process of selection-recruitment and management willing to empower its workforce
primarily needs to hire "empowerable" employees. The first challenge for
management is to establish the profile of such an "empowerable" employee for a
specific position and to ensure that the selection process will take this into account
regardless of who makes the selection or where the selection process takes place.
Although these criteria eventually depend on the position, the hotel and presumably
the country, according to the findings o f the present study, some criteria appear to be
common not only across hotels, but also across countries, as, for example. the
repeatedly mentioned service orientation of the candidate. The research findings
further point to greater working experience and education as two important traits of
"empowerable" employees, which should be considered during the selection process.
Management in hotels facing high labour turnover could also consider evaluating
candidates in terms of their likelihood of staying with the hotel or the company at
least for a minimum period of time.

The second challenge for management concerns the evaluation of candidates in terms
of the extent that they meet the specific criteria  set  for the position  that they apply  for.
Consistent with the findings o f earlier studies this study has revealed a rather intuitive
approach to the selection process, which occurs mostly through two rather
unstructured job interviews with the human resources manager and the head of the
department. In view of the limited validity of unstructured job interviews in the
selection of the "right" candidates management should eventually consider the
development and utilisation of more sophisticated selection processes. Such processes
may include formal monitoring of recruiting sources and evaluation studies, in order
to find the sources that yield the most successful candidates and the use of assessment
tests, Weighted Application Blanks (WABs) and more structured and elaborated job
interviews. The use of assessment tests may be particularly needed in countries with
high labour turnover (e.g. England), where it may secure objective evaluation of
candidates in times of high pressure to fill vacancies. Investment in the selection-
recruitment process will benefit the empowerment process also indirectly by reducing
labour turnover and yielding a more experienced workforce.

Training: The fact that the research findings did not uncover a significant link
between empowerment training and empowered behaviour should not be interpreted
as underrating the value of training, but rather as contradicting the overestimation of
the role of training in the empowerment process. As has been argued, even i f training
does not guarantee that decisions will be made, it may certainly improve the quality of
decisions and initiatives taken. In addition, training and development is also a means
for employee retention and therefore is extremely important for hotels facing high
labour turnover. In light of the finding that more experienced employees exercise a
higher degree 9f empowered behaviour, training could eventually contribute to the
implementation of empowerment by helping to reduce labour turnover. Moreover,
training has an additional role of instilling in workers the company values and is
therefore an important process of enhancing employees' perceptions of the quality
orientation o f the organisational culture.
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Performance-related rewards: As the research data revealed that in most cases
(mostly in the north) performance-related rewards mainly target up-selling, the
principal implication for management may be to align the reward system to the
empowerment process by instituting rewards for excellence in customer care. So far,
the industry has addressed this need through "employee of the month" reward
schemes, which merely reward the best performance and not the second or third or
fourth best, which may be also worth rewarding. In southern European countries,
where the introduction of performance-related rewards may be prohibited by the
legislative framework or is simply not preferred by the local culture, incentives could
be more informal and have a more symbolic value (e.g. complimentary weekends in
other company properties, dinners, tickets for football games, etc.) and could also vary
regularly, in order to break the routine and offer added value to employees who have
worked for the company for a long time. The high emphasis of managers on
teamwork may argue against the creation o f high pay differentials among members of
the same team and underline the need for team-oriented rewards. The choice between
individual or group incentives should also take cultural factors into consideration.
According to Hofstede (1991) rewards related to individual performance are more
appropriate in individualist cultures, whereas rewards linked to group performance are
more appropriate in collectivist cultures. The institution of performance-related
rewards may also help to address the all-too-frequently mentioned problem of low pay
in the hotel industry.

Empowering management style. The finding that the contribution of management
style to empowered behaviour was suppressed by the factor of delegation of authority,
underlines the importance of management style in the empowerment process.

4 Management style is crucial in shaping and reinforcing employee perceptions
regarding the extent of their authority and in directing and guiding employees towards
organisational goals. Managers willing to empower employees need to encourage
them to make decisions on their own, trust them and support whatever decisions they
make and praise them when they succeed or forgive and coach them when they make
a mistake or poor decision. The research findings suggest that the role of managers in
the south may be more critical compared to the countries in the north. In northern
countries, which are generally cultures of low power distance, where employees
would not necessarily wait until their boss lets them participate in decisions, the
empowerment initiative can mainly rely upon instituted formal processes and
managers may merely need to facilitate and reinforce these processes. On the
contrary, in southern countries, which are generally cultures of larger power distance,
the empowerment initiative cannot succeed without the support of managers, who are
the ones to initiate employee participationXEmployees are not likely to perceive their
role as including decision-making during non-routine situations, if managers do not
clearly delegate to them the commensurate degree of authority. Moreover, the
restrictions o f the legislative framework in aligning processes,  such as rewarding, with
the goal of empowerment, inevitably means that management cannot rely upon these
processes to support the empowerment initiative, which immediately increases the
importance of the other factors, including management style.

Employee involvement: Involvement of employees in decisions and actions affecting
service quality and customer satisfaction during service delivery presupposes a high
involvement environment, in which employees can assume a more active role in the
quality improvement process. In the company studied here, opportunities for high
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employee involvement in the quality improvement process are offered in the context
of the corporate initiative Progress through People. The formal processes employed in
the hotels in England and Sweden for soliciting employee creativity, suggestions and
ideas are also a good example of involving employees in the quality improvement
effort. In countries in the south, where the cultural context seems to favour more
informality rather than formality, such formal schemes could only be effective if
management shows its commitment to their aim and continuously stimulates and
encourages employees in participating in them. The contribution of employee
involvement in the empowerment process is twofold. Primarily, it reinforces a culture
of quality and therefore employees' perceptions of the hotel's quality orientation and
secondly it is by itself a means of empowering employees by allowing them some
latitude to make decisions.

Information and Communication: Employee involvement is also stimulated by
sharing with employees information about the broad context of the organisation (i.e.
developments, performance, competition). The availability of this information allows
employees to understand the way that their individual performance contributes to
organisational direction and therefore allows them to align their behaviour with
organisational goals. For the devolution of information emphasis could gradually be
placed on new technology (i.e. intranet) and this could prove to be quite inspiring for
employees in southern countries, where the availability of new technology is, in
general, more restricted compared to the north. The importance of an open
communication climate for the free flow of in formation throughout the organisation is
self-evident and would further help instil a climate of trust in the organisation, which
fosters employee empowerment.

The most important implication for management though, deriving from the present
study is that the decision to empower employees demands drastic changes in the
organisation as a whole and that the goal of empowerment cannot solely be the
outcome of fragmented emphasis on any single intervention discussed above.
Delegation of authority to an employee, for example, who has not been selected on the
basis of his ability and willingness to make decisions or who has not been sufficiently
trained in customer care, is not likely to yield the expected outcome and will most
probably undermine the empowerment initiative. The hotel industry has seemingly up
to now adopted such a fragmented approach to empowerment through predominantly
investment in training and simultaneously limited investment in other processes, such
as selection-recruitment and rewarding. If the empowerment endeavour is to be
fruitful, a more integrated approach is demanded, by which emphasis is placed both
on the content of management practices and interventions  and on their e ffectiveness  in
enhancing employee perceptions of meaning, impact, competence and self-
determination.

8.5 Limitations of this Study and Future Research

As hospitality organisations are expected to continue their endeavour to empower
employees and. especially those  at the front line, there  will be increasingly  a  need  for
more insight into the concept. The present study has highlighted some of the issues
that need to be addressed by empowerment theory in the future.
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Regarding the implementation of empowerment future research should also examine
empirically the influence of organisational structure and the process of selection-
recruitment. Although both have been considered on a theoretical basis in this study,
there has been limited, if any, empirical validation of their impact on the
empowerment process. Yet, both may have a prominent role in implementing
empowerment. Organisational structure may be directly associated with the degree of
decentralisation in an organisation, influencing therefore the degree of authority
delegated to the lower levels of organisational hierarchy, the devolution of
information and the openness of communication. Regarding selection-recruitment this
study emphasised the important role of this process in implementing empowerment,
but did not offer hard evidence in terms of its contribution to empowered behaviour.

Furthermore, the predominant focus of this study on upscale and luxury hotels makes
the generalisation of the research findings problematic. Although the study drew
broadly from the hospitality management and general management literature, the
concepts employed and their operationalisation have been entirely oriented to the
specific work context o f the departments under study in the upscale sector of the hotel
industry. For example, the various employee behaviours described here as
"empowered" were specific to the nature of the service encounter in the departments
of Front Office and Food and Beverage in upscale and luxury hotels and are probably
not relevant for smaller establishments in the lower sector of the industry or even for
other sectors of the hospitality industry, such as airlines, tour operators and so forth.
Moreover, the various management intel'ventions examined in the context of the
empowerment process (e.g. selection-recruitment, training) were specific to the
resources available to upscale and luxury chain hotels, which are not necessarily
available to other organisations (e.g. smaller, independent establishments). Most
importantly, the findings of the present study were discussed almost exclusively
within the broad context and overall strategy of the specific hotels, which are
obviously quite different from other sectors of the industry. There are therefore
intriguing opportunities for research on employee empowerment in organisations in
other sectors of the industry, which will consider the specific context in which these
organisations operate.

In spite of the orientation of this study to upscale and luxury chain hotels, its
conclusions may also be valid for other sectors or industries. For example, the
conclusion that employees engage more in independent actions the more they perceive
they are acting within the limits of their authority may be as valid in small hotels or
restaurants as in luxury hotels. Similarly, the need for an integrated approach in
implementing empowerment is not necessarily exclusive to the specific organisations
studied here. Cross-industry comparisons may be particularly enlightening regarding
the way that industry context and culture impinge upon the empowerment process in
practice.

Obviously, the issue ofthe cultural relativity of empowerment and the implications of
applying it in different cultural contexts deserves and demands further research. Such
research needs to be conducted on larger samples allowing for a cross-national
comparison rather than the cross-regional comparison made in this study. Regions
may be too broad to underline cultural differences and induce the risk of
generalisations that may not hold for all countries of one region. In addition,
differences found between these broad regions may not entirely be associated with
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cultural factors, as there are other factors in which these regions are distinct (e.g.
economic development). Increasing the number of countries of the sample, by
including for example countries outside the EU, would further allow integration of the
indexes of Hofstede's dimensions of national culture in quantitative models. This
would allow empirical validation of associations between national culture and
individual behaviours or organisational attributes and practices, which was not
possible in the present study. Considering the final composition of the research
sample the integration of Hofstede's indexes in the measurement model of the present
study proved to be of restricted usefulness and did not eventually add to the research
findings. In general, in studies among a limited number o f countries a combination of
both quantitative and qualitative research seems to be helpful. As in this study,
quantitative research may be used to measure differences, while qualitative research
may be used to offer insight into these differences. Such qualitative methods should
also focus on employees, who are the principal stakeholders in the empowerment
process, so as to offer the insight missed in the present study on the antecedents of
employee behaviour.

In relation to the ecological nature of Hofstede's dimensions, which does not allow
the use of the indexes in individual-level analysis and the di fficulty of ascribing cross-
national differences to the cultural effect there is much to be gained by using
dimensions and instruments, which are also relevant at the individual level. Indeed,
Schwartz (1994) has developed his set of dimensions of national culture on the basis
of the expectation that culture-level and individual-level value dimensions are
conceptually related. Schwartz (1994: 117-118) further proposes that individual-level
value types "should be used when one seeks to understand how differences between
individual persons in beliefs, attitudes, or behaviour are related to individual
differences in value priorities. . .In order to determine how generalisable   the
individual-level process is across cultures, one would replicate such individual-level
studies in several nations or cultural groups". In studies where the interest is on how
different value priorities impinge upon the development of certain behaviours (e.g.
empowered behaviour) the use of individual-level value types may be particularly
beneficial. Especially in industries with an intense multicultural element, such as the
hotel industry, the use of individual-level value types would allow the research to be
conducted among all individuals irrespective of their national background, which was
not done in the present study. However, international chain-hotels increasingly
resemble cultural mosaicsl and ignoring this multi-cultural element prevents the full
understanding of the operation of such organisations. Obviously, in examining the
cultural relativity of empowerment other dimensions of national culture (e.g.
masculinity-femininity) should also be considered, even using frameworks other than
Hofstede's (e.g. Schwartz, 1994). Considering the cross-national discrepancies in
human resource management practices revealed in this study, comparative studies in
hospitality are strongly recommended, so as to offer a truly international perspective
on human resource management in the industry.

2 This not only holds for the hotels in northern Europe, which are now considerably more multi-
cultural, but also for the hotels in the south. In Italy, for example, it was mentioned that hotels
increasingly seek to attract and employ workers from North Africa for positions, such as kitchen staff,
Cleaning staff and so forth, whereas it was also predicted that in the coming years the hotels will
employ a lot of people from Eastern European countries following their entrance in the EU.
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Future research should also address the impact of empowerment strategies on
customet perceptions of service quality and customer satisfaction. Hartline and Ferrell
(1999) offer an interesting research by simultaneously examining the management of
service employees from three perspectives, including the employee-customer
interface. However, their focus is on customers' perceptions in general about the
quality of service received (they use the well-known SERVQUAL scale) and not
specifically on employee behaviours controlling and enhancing service quality, which
are at the heart of the empowerment approach. Intriguing opportunities for research
open up by examining customers' perceptions of empowerment strategies from a
cross-cultural perspective (are cultures unanimous about what constitutes service
quality?), which is prominent for an industry catering to a multi-cultural clientele.
Cross-industry comparisons are also an interesting research area here, as customers'
expectations across industries vary and so do their perceptions o f service quality.

Finally, considering the restrictive - and inaccurate - interpretation of empowerment
as a management idea identified in this study, it is important for future research to
conceptualise and operationalise empowerment as a broader concept both from an
aggregative perspective and an integrative perspective. To what extent are employees
in hospitality ceded a degree of autonomy in their job and to what extent is their
individual development enhanced to its full potential? In an industry renowned for its
poor human resource management practices empowerment is even more relevant
when considered in its broad sense. The labour shortage that the hospitality industry is
currently facing underlines the need to foster working conditions that allow
individuals to develop and utilise their full potential  for the benefit o f the organisation
and themselves. Empowerment may provide an answer to both these questions.
Evidently, future research should not only be restricted to frontline employees, but
also to other employee categories (i.e. back-of-house). A final point of caution to be
stressed, considering the conceptual ambiguities surrounding empowerment, is that
researchers must be wary of the different conceptualisations of empowerment and be
clear about their way of conceptualising and operationalising the notion.

8.6 Employee Empowerment: An (American) Flavour of the Month?

In the concluding remark o f this study two broad, yet fundamental, questions need to
be addressed. At long last, is empowerment a flavour of the month and is it a preferred
flavour for all cultures?

Paradoxically, the answer to the first question is not a definitive "yes" or "no". When
empowerment takes the form of a programme, which is implemented following an
"empowerment manual", then not only is it likely to be a flavour o f the month, but it
will most probably leave a bitter taste with all the stakeholders involved. Quinn and
Spreitzer (1997: 47) rightly emphasise the continuity of the empowerment process "in
an attempt to break through the human tendency to adopt a checklist mentality".
When empowerment takes the form of such a continuous process then it is not - and
cannot be - a flavour o f the month. The advocated by this study drastic changes that
empowerment demands and the alignment of all organisational processes, practices
and people towards the empowerment goal are not attainable in the short-term. To
paraphrase Koopman and Wierdsma (1998: 319) "the pace and the intensity [of the
empowerment process] will have to be attuned to the relative inertia of variables such
as structure, culture, management systems and the technological choices of
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yesteryear". We should also add here the natural "inertia" of people, who have been
acculturated in specific organisational contexts and working patterns, in embracing
new ideas for work organisation and new work roles. This does not merely hold for
employees, but foremost for leaders and managers, who should be the first to embrace
the empowerment philosophy and truly commit themselves to its goals, before they
seek the commitment of their followers. As Quinn and Spreitzer (1997: 47) argue, the
motto "change begins at the top" means that "the people at the top have to actually
change their behaviour". Regardless of whether it is seen from an aggregative or an
integrative perspective or restrictively as a management idea empowerment will
probably remain in the forefront of academic and industry agenda, not thanks to its
rhetorical value and appeal, but thanks to the value and endurance of its principal
proposition: That there  may be benefits  to be reaped  for the organisation,  the
customers and the individual workers, if the latter are ceded some degree of autonomy
either generally in their job or in the specific process of the delivery of product and
service quality.

Regarding the second question our theoretical and empirical exploration has shown
that the empowerment doctrine has an evident American flavour, conveying
propositions which are largely a product of the American culture and which are not
always embraced outside Anglo-Saxon cultures. This conclusion raises broader
implications. Primarily, it stresses the role of cultural divergence in shaping culture-
specific attitudes and behaviours in the organisational setting and underlines the need
to be cautious with the transfer of management concepts across national borders.
Considering the European orientation of the present study this may convey an
important message in view of European integration and the forthcoming entrance of
countries of Eastern Europe in the Union. At a macroeconomic level, it means that
policy making should take seriously into consideration and be sensitive to the
peculiarities of each national culture. At a microeconomic level, increasing
transnational operation of companies within Europe underlines the need for a more
localised approach to management, which will also be sensitive to the local culture.
Such cross-cultural understanding and sensitivity is important for smooth cross-
national cooperation and a prerequisite for EU's vision of "a true Peoples Europe".

However, the cultural relativity of empowerment raises also broader implications for
the "universal validity" of management and organisational theories, which Hofstede
has long questioned. The real problem is not the mere fact that the developed theories
and concepts claim universality, but the fact that they do so while disregarding the
di fferent ways of thinking and feeling in other parts of the world. Yet, the "universe"
does certainly not exhaust itself among Anglo-Saxon cultures or cultures of the
Western World. Until social and organisational sciences fully consider the universe of
cultures, forms of organisations and social institutions and human behaviours, values
and beliefs, we should remain wary of any theory claiming universality.
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APPENDIX A

THE MANAGEMENT QUESTIONNAIRES

1. Interview Questions for Department Heads
2. Interview Questions for Human Resource Managers
3. Interview Questions for Head Office

(All questionnaires were accompanied by a covering letter providing some information
about the research and its purpose. Their original lay-out allowed the possibility for
self-completion)
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Interview Questions for Department Heads

1.    What do you understand by the concept of"empowerment of employees" in general
in the hotel industry? How important is it to your opinion?

2. What is the extent of authority that customer contact employees have in your
department?

3.  What are customer contact employees expected to do when dealing with customer
complaints or problems?

4. In what ways - both formal and informal - and to what extent are employees
involved in your department?

5.  To what extent are employees in your department encouraged to take initiatives in
theirjob in general and when serving customers in particular?

6. What is the extent to which supervisors in your department actually delegate
decision-making authority to their subordinates and encourage them to assume
more responsibility in their job?

7. To what extent do you (and the supervisors in your department) trust your
employees to make work-related decisions on their own?

8. What happens if employees make a mistake in their job?
9.  To what extent do customer contact employees in your department take initiatives

during their interactions with customers? (For example, to resolve customer
problems or complaints, to satisfy customer needs.) Could you refer specifically to
any relevant indicators (i.e. internal surveys, complaint records, customer
compliment cards etc.)?

10. Are you involved in the process of selection-recruitment of employees for your
department? If yes, what do you consider as the most important criteria in order to
give your consent  for the hiring of an employee for your department?

11. What kind of training do newly hired employees in your department receive?
(including content and objectives of training courses)

12. Do  employees  in your department receive additional training during their
employment? If yes, how often and what are the content and objectives of the
training?

13. Are employees  in your department rewarded according to their performance?  I f yes,
in what ways?

14. Are employees in your department satisfied with their rewards in general?
15. Which of the following information is made available to the employees in your

department?
Information about company business plans/goals YES NO
Information about developments in the company YES NO
Information about company's overall operating results YES NO
Information about the hotel's overall operating results YES NO
Information about competition YES NO

16. What are the formal and informal ways o f communication (downward and upward)
in this hotel?

17. How free are employees in your department to contact you and other managers in
the hotel for a work-related or other issue?

18. Has the number of the people employed in your department changed in recent
years? Ifyes, how much?

19. In case you have had working experience abroad, are there, to your opinion,
differences in the way employees are managed between different countries? If yes,
could you summarise the most important ones?

20. What is the hierarchical structure in your department?
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Interview Questions for Human Resource Nlanagers

1.  What is the mission and goals of your organisation? (Please attach any relevant
documents)

2.  Do you currently implement a Total Quality Management programme or another
Total Quality related initiative? If yes, please outline the basic aspects of that
programme and its goals:

3.   How important is the role of the customer contact employees in the fulfilment of the
mission and goals o f your organisation?

4.    What do you understand by the concept of"empowerment of employees" in general
in the hotel industry? How important is it for your organisation?

5. Do you "empower" your employees in general and your customer contact
employees in particular? I f yes, in what ways and up to what extent? (please attach
any relevant documents)

6.  What are customer contact employees expected to do when dealing with customer
complaints or problems?

7.   Do you encourage employee involvement in your organisation? If yes, in what ways
- both formal and informal - and to what extent?

8. What is, to your knowledge, the extent to which lower level managers and
supervisors actually delegate decision-making authority to their subordinates and
encourage them to assume more responsibility in their job?

9.   Do you trust employees to make work-related decisions on their own?
10. What happens i f employees make a mistake in their job?
11. To what extent do customer contact employees in your hotel take initiatives during

their interactions with customers? (For example, to resolve customer problems or
complaints, to satisfy customer needs.) Could you refer specifically to any relevant
indicators (i.e. internal surveys, complaint records, customer compliment cards
etc.)?

12. Please describe the selection recruitment policy (including sources and procedures)
in your hotel.

13. How important do you consider the process of selection recruitment for your hotel?
14. Does your organisation use structured, standardised interviews (as opposed to

unstructured interviews) for the selection of customer contact employees?
15. Does your organisation use any form of tests (e.g. intelligence tests, mental ability

tests) for the selection of customer contact employees?
16. Does your organisation conduct formal monitoring and evaluation studies of

recruiting sources (e.g. direct applications, employee referrals, hotel school
recruiting, advertisements, etc.) to determine which sources yield greater
proportions ofhigh-performing customer contact employees?

17. Could you outline the training policy (including content and objectives of training
courses) for customer contact employees?

18. How many hours of training does each customer contact employee receive
annually? (Per category of employee if different.)

19. What is approximately the level of pay that your organisation offers to its
employees compared to the competition? (Please circle the appropriate answer)

a. considerably·higher
b. higher
c.   more or less the same
d. lower
e. considerably lower
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20. To what extent is pay related to employee performance in your organisation? Please

specify:

21. Do you offer any group incentive plans for the employees in general and the
frontline employees in particular? Please specify:

22. Do you offer any profit sharing, gain sharing or share ownership plan to your
employees? Ifyes, please specify:

23. Which of the following information is made available to the employees?
Information about company business plans/goals YES NO
Information about developments in the company YES NO
Information about company's overall operating results YES NO
Information about the hotel's overall operating results YES NO
Information about competition YES NO

24. Please outline the communication policy of your organisation. (Including formal
and informal means ofdownward and upward communication)

25. How many hierarchical layers are there between the General Manager and the
employees at the lowest level?

26. Has your organisation removed or added hierarchical layers  in the  last 10 years?  I f
yes, how many?

27. Has the size of your workforce changed in the last 10 years? If yes, how much?
28. Does your hotel have a special policy for the employment of foreign personnel? If

yes, how many foreign personnel do you employ, in which positions and what
proportion ofthis personnel originates from EU countries?

29. In case you have had working experience abroad, are there, to your opinion,
differences in the way employees are managed between different countries? If yes,
could you summarise the most important ones?
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Interview Questions for Head Office

1.   What is the mission and goals of Starwood? (Please attach any relevant documents)
2. Please outline the basic aspects and objectives of the human resource strategy in

Starwood.
3. Please describe the key aspects and goals of the selection recruitment policy in

Starwood.
4.   Is there currently a company policy for:
A.       The use of structured, standardised interviews (as opposed

to unstructured interviews) for the selection of customer
contact employees? YES NO

B.       The use of any form of tests (e.g. intelligence tests, mental
ability tests) for the selection of customer contact
employees? YES NO

C. Formal monitoring and evaluation studies of recruiting
sources (e.g. direct applications, employee referrals, hotel
school recruiting, advertisements, etc.) to determine which
sources yield greater proportions of high-performing
customer contact employees? YES NO

5.  To your opinion is there a need - or will there be a need in the future - for the use
of any of the above (i.e. A, B, C) specifically for the positions of customer contact
line employees? Please explain:

6.   Could you outline the basic aspects and objectives of the training policy (including
content and objectives of training courses) especially in relation to customer contact
employees?

7. What is the company remuneration policy and what are its goals, especially
concerning the positioning o f Starwood in relation to the competition?

8. Does the company remuneration policy for the lower level customer contact
employees include:

A.    Pay according to individual performance? YES NO
B.     Group incentive plans? YES NO
C.     Profit sharing, gain sharing, share ownership plans? YES NO
9.  To your opinion is there a need - or will there be a need in the future - for the

development of any of the above reward practices specifically for the positions of
customer contact line employees? Please explain:

10. According to the company policy, which of the following information should be
communicated to the employees?
Information about company business plans/goals YES NO
Information about developments in the company YES NO
Information about company's overall operating results YES NO
Information about the hotel's overall operating results YES NO
Information about the competition YES NO

11. Is there among Stanvood hotels in Europe a systematic exchange of information
concerning "best practices" in selection-recruitment (e.g. employee profiles,
sources), rewarding practices (e.g. incentive schemes) or in any other areas related
to human resources?

12.  What do you understand by the concept of"empowerment of employees" in general
in the hotel industry? How important is it for Starwood?
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13. From the information available to you (i.e. ESI, GSI), to what extent do customer
contact employees in Starwood make their own decisions during the performance of
their tasks in general and during their interactions with customers in particular? (For
example, to resolve customer problems or complaints.)

14. On the basis of the above information, are there any significant differences among
the various European countries? If yes, could you specify these?

15. To what extent is the development and implementation of the company human
resource strategy influenced by the national culture in each country?
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International Research Questionnaire

Dear Sheraton Employee,

The questionnaire that you have in front of you is part of an international research
project currently carried out at Tilburg University in the Netherlands and financed by
the European Commission under the context of the Training and Mobility of
Researchers programme (part of the Marie Curie Research Training Grants). The
research aims to investigate the service delivery processes of international hotel
companies.  For this an agreement has been established with Sheraton hotels in
England, Sweden, Italy, Greece, Portugal and the Netherlands to distribute this
questionnaire among employees who have direct contact with customers. The findings
and conclusions of this research project will be reported to the European Commission
and to all participating hotels. In addition, a summary of the findings will be available
to those respondents who would be interested. (For this please contact directly the
Research Coordinator.)

For the completion of the questionnaire please follow carefully the instructions
provided and answer truthfully ALL the questions. According to preliminary pilot-
testing  of the questionnaire  completion  time is estimated  to be approximately   15
minutes. The completion of this questionnaire is anonymous and your responses will
be handled with absolute confidentiality After completing the questionnaire please
return it to the Research Coordinator.

Thank you in advance for completing this questionnaire and for your contribution to the
research goals.

The Research Coordinator

Antonis K.Klidas
Tilburg University
Department o f Leisure Studies
P.O. Box 90153
5000 LE, Tilburg
The Netherlands
Tel. : +31 13 466 22 08
E-mail: A.Klidas@kub.nl
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Instructions

The questionnaire consists of three sections. Sections A and B consist of a set of statements to
which you are asked to reply by circling the appropriate number next to them as shown in the
example given below. In completing these sections please keep in mind that there are no right
or wrong answers. Read each statement carefully and indicate your first reaction to it without
spending too much time. Some questions may appear similar, but they in fact measure different
things. Each question should be answered separately without reference to previous answers.
Section C requires some general information about you that will be used for statistical
purposes. This section is an important part of the research. so please do not forget to complete
it as well. Please make sure to answer ALL the questions, as unanswered questions create
serious problems during the analysis of the results.

Example

Please indicate the degree to which you agree or disagree with the following statement by
circling the appropriate number next to the statement:

1 = strongly disagree
2 = disagree
3 = neither disagree or agree
4 = agree
5 = strongly agree

I have a better mood when the sun shines.                                     1      1 3 4   5

In case of a mistake please erase the wrong answer with an "x" and circle the correct answer as
shown below.

I have a better mood when the sun shi,tes.                                              1       2 3 4   5

SECTION A

Please think of your current job in this hotel and indicate the degree to which you agree or
disagree with each of the following statements:

/1....1. ...her..."or Strom#l=strongly  disagree...  5=strongly agree di'agrrr dlisgr  ..r.

1.  In this hotel employees are given the opportunity to express
their ideas.                                                                             1     2 3 4   5

2.    I have been trained in this hotel to carry out my job efficiently. 123 4   5

3.   My superiors in general trust my ability to make decisions in
my job.                                                                                                                                 1         2 3 4   5

4.    During the performance of my tasks I must always follow the
rules and procedures ofthis hotel.                                              1      2 3 4   5

5.   The management of this hotel provides me with information
about developments in this hotel.                                               1     2 3 4   5

6.  I ask for my superiors' approval before I make a decision to
resolve a work-related problem.                                                 1      2 3 4   5

7.   All staff of this hotel are committed to the provision of high
quality service to customers.                                                      1     2 3 4   5
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Slrom# #ther:rr"Or S...""1=strongly  disagree...  5=strongly agree d:3,2re  ....,ree agree

8.   In this hotel the employees who reach high levels   of
performance are systematically rewarded.                                 1     2 3 4   5

9. The supervisors and managers of this hotel are always
listening to what their subordinates have to say.                            1     2 3 4   5

10. When problems arise in my job I create my own ways to solve
them. 1 2 3 4   5

11. The management of this hotel provides me with information
about the goals ofthis hotel.                                                       1      2 3 4   5

12. I have the authority to make most of the decisions required in
myjob. 1 2 3 4   5

13. My superiors in general have instructed me to consult first
with them before I take any initiative in my job.                                       1        2       3       4       5

14. The satisfaction of customers is the responsibility of every
employee ofthis hotel.                                                              1      2     3     4     5

15. I am not allowed to take any initiative in my job without the
approval of my superiors.                                                                                           1         2 3 4   5

16. I am generally satisfied with the "reward package" that this
hotel offers me.                                                                       1      2 3 4   5

17. My superiors in general delegate a lot of responsibility to me.          1      2 3 4   5

18. The extent of the authority I have in my job is clearly
specified. 1 2 3 4   5

19. I have been trained in this hotel to dea! with customer
complaints on my own.                                                             1      2 3 4   5

20. My superiors in general trust me to handle customer problems
on my own,                                                                      1     2 3 4   5

21. I often take initiatives beyond what is expected of me in order
to please customers.                                                                 1      2 3 4   5

22. The management of this hotel provides me with information
about the performance ofthis hotel.                                                 1      2 3 4   5

23. I ask for my superiors' approval before I take an initiative to
resolve a customer complaint.                                                    1     2     3     4     5

24. The management of this hotel tells the employees how'
important the satisfaction of every single customer is.                                1         2        3        4        5

25. In this hotel employees are free to contact anybody about a
work-related issue.                                                        1     2    3    4    5

26. My superiors in general support the decisions I make in my
job.                1 2 3 4 5
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S romgl'          e:,h    ree ur "...,I,l=strongly disagree ... 5=strot,gly agree dtiaRree dit *ree :Rree

27. I have the authority in my job to resolve customer complaints
according to my own judgement.                                                           1       2      3      4      5

28. It lS generally difficult to talk to the supervisors and managers
ofthis hotel.                                                                           1     2     3     4     5

29. The management of this hotel provides me with information
about the position ofthis hotel in relation to the competition.           1      2     3     4     5

30. My superiors in general give me guidance about how to handle
customer problems.                                                                  1     2     3     4     5

31. The rewards I receive are determined according to my own
performance. 1 2 345

32. I have been trained in this hotel to make work-related
decisions on my own.                                                               1      2 3 4   5

33. My superiors in general encourage me to handle custonier
problems according to my own judgement.                                           1       2 3 4   5

34. The limits within which 1 am allowed to take initiatives in my
job are well defined.                                                           1     2     3     4     5

35. The supervisors and managers of this hotel emphasise
personal communication with their subordinates.                         1     2     3     4     5

36. I rely on my own judgement to make most of the decisions
required in my job.                                                                                            1        2 3 4   5

37. My superiors in general support the decisions I make in my
job, even ifthey do not agree with them.                                          1      2      3     4      5

38. Considering the quality of work that I produce I should be
better rewarded.                                                                      1     2     3     4     5

39. I have the authority to resolve work-related problems
according to my own judgement.                                                                  1        2       3       4       5

40. My superiors in general do not tolerate mistakes.                           1     2     3     4     5

41. All staff of this hotel try hard to keep every customer satisfied. 1 2 3 4   5

42. During the performance of my tasks I always follow the rules
and procedures ofthis hotel.                                                      1     2     3     4     5

43. My superiors in general make me feel confident about my
ability to resolve customer problems on my own.                          1     2     3     4     5

44. The raises I receive depend on my performance.                            1     2     3     4     5

45. The management of this hotel provides me with the
information I need to do my job well.                                                          1        2 3 4   5
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Stre.'. .......or Stroll.1-strongly disagree ... 5=strongly al;ree dit'Rrre d,43/rre .M

46.  I often take action to resolve a customer problem, even if this
problem is not directly related to my area ofresponsibility.             1     2     3     4     5

47. My superiors in general offer me the recognition I deserve.             1     2     3     4     5

48.1 have been trained in this hotel to communicate effectively
with customers.                                                                       1     2 3 4   5

49.  No matter how well I perform the level of my pay remains the
same.               1 2 3 4 5

50. I often talk with my superiors about mistakes I have made in
order to learn from them.                                                          1     2 3 4   5

51. When possible, I bend the rules of the hotel, in order to please
customers. 1 2 3 4 5

52. I am generally satisfied with the way that this hotel rewards
the efforts I d o i n m y job.                                                                                1        2       3       4       5

53. I have been sufficiently trained ln this hotel to perform to the
level that is required of me.                                                                            1        2       3       4       5

54. I think that the management of this hotel should define the
limits of my authority more clearly.                                            1     2 3 4   5

55. My superiors praise me every time I take a successful
initiative in myjob.                                                                  1      2     3     4     5

56. In general, I come up with creative ways to please customers.         1     2     3     4     5

57. I have the authority to find my own solutions to customer
related problems.                                                               1     2 3 4   5

58. The rules and procedures of this hotel facilitate the provision
ofhigh quality service to customers.                                                1      2      3      4      5

59. I am not very sure about how far I should go in resolving
customer problems.                                                                        1      2      3      4      5

60. "Mistakes are part of the job". that is what my superiors
always tell me.                                                                  1     2     3     4     5

61. If necessary, I make financial concessions to customers (for
example, make small adjustments in their bills, offer them
complimentary drinks or meals, small gifts etc.) in order to
deal with a customer complaint or problem.                                  1      2 3 4   5

62. My training in this hotel has been restricted to the immediate
tasks of my job.                                                                                                                1         2        3        4        5

63. The delegation   o f more authority to employees to resolve
customer complaints according to their judgement would help
them provide better service to customers.                                     1     2     3     4     5
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SECTION B

The following questions do not re fer only to your current job in this hotel. but to your general
working experience. Thinking of your general working experience to what extent do you
agree or disagree with each o f the following statements?

Strom. .#..„r er .1...,1.l=strongly  disai:ree...  5=strongly agree d...... /52/ree W.

64. One can be a good manager without having precise answers to
most questions that subordinates may raise about their work.           1      2     3     4     5

65. An organisation structure in which certain subordinates have
two bosses should be avoided at all cost.                                      1      2 3 4   5

66. Competition between employees usually does more harm than
good.                                                    1   2   3   4   5

67. A company's or organisation's rules should not be broken -
not even when the employee thinks it is in the company's best
interest.                                                                1    2    3    4    5

Please answer the following questions:

68. How often do you feel nervous or tense at work'?

1.  never

2. seldom
3.   sometimes
4.   usually
5.   always

69. How frequently, in your experience, are subordinates afraid to express disagreement with
their superiors?

1. very seldom
2. seldom
3.   sometimes
4.    frequently
5. very frequently

Please think of an ideal job - disregarding your present job. In choosing an ideal job, how
important would it be to you to...

1 = not important at all
2 = not important
3 = neutral
4 = important
5 = very important

#=.'1 af 40 ril ..l=,lot intportailt at all  ...  5=very importalit ..I importa t

70. .have a good working relationship with your direct
superior. 1 2 3 4   5

71.    .be consulted by your direct superior in his/her decisions. 1 2 3 4   5
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SECTION C

Please provide the following information about yourself ( for statistical purposes):

72. Are you: a. Male

b. Female

73. What is your year of birth?

74. What is your nationality?

75. What are your highest educational qualifications?

a. University

b. Non-university higher education

c. Further education/vocational training

d. Secondary school

e. Other, please specify:

76. In this hotel you are working as: a.   A receptionist/front office clerk

b.   A waiter

c.    A luggage porter

d. Other, please specify:

77. In this hotel you are employed : a. Permanent, full-time

b. Permanent, part-time

c. Temporary, full-time

d. Temporary, part-time

e. Other, please specify:

78. How long have you been working for Sheraton?

Thank you for completing this questionnaire.
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Variable                           1.              2.           3.           4.             5. 6. 7.                 8. 9. 10. 11. 12. 13. 14. 15. 16. 17. 18.           >t
1 Empowered                                         r.3

behaviour
2 age 03
3      Education 4 -03 28-*
4     Education 3 -05 -09 62"'
5         Education 2                           06                   - 11' 29... -41
6       Males                            03                28··· 06 17·· 20...
7 Per full-time                     03 32"- 16·* -05 -01 20** 

8 Front Office 03             03          10' -.26- 12. - 15.. 08
9      Tenure 1                     08            - 49··· 21' 09        05 -23" 35"*       01
10    Tenure 2 -09 -10. . 08 02           .06            04          - 05 -10. - 33...

11        Tenure 3 -08 04      01 -01 02 .01 16* 03     -32 ...
34...

12 Culture 19-* -01 -09 16" -07 04 -11* -06 11' -04 -07
13 Delegation 47 -         00      - 14' -01 15'* -02 05        16'     07        03 -10• 19··

14 Management style 36 - 02 -13* 07      07 -02 -03      05     08      06 -08 38-- 73·'

15 Communication 20- -03 -12* 14       03        02 -04 04 14··        06         - 13' 49· · 48"* 64···

16 Information 17"      04 -.11· 09 04 -02 -08 -01 14- 00 14.. 51-. 45··· 63*4 64-'
17 Training 23-'          07        - 03 02        05 -01 09 12* -01 -06        02 45··* 48'- 59-- 51.'* 58-·
18 Rewards 13·        04     -02      02       05      -05       01      -13·     07       02 -03 33··· 34··· 49··· 48··· 56··· 48-'
19 South Europe 23" ' 24" '

12  09 -13· 18- 28··· 12. 32.·. -01 16·· 12. 17" 12. . 18-' -21 ... 110 -10.

* p<.05, " p<.01, -* p<.001

F.
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SAMENVATTING (SUMMARY IN DUTCH)

Inleiding

Sinds de jaren 80 is de belangstelling voor empowertnent van werknemers enorm
toegenomen, zowel  in het bedrij fsleven  als in wetenschappelijke kring.  In de Horeca
wordt empowerment gezien als het overdragen \,an beslissingsbevoegdheid en
verantwoordelijkheid voor de kwaliteit van de sen·ice en de consumententevredenheid
op het moment van dienstrerlening aan het personeel dat direct in contact staat met
de klant. Empowerment wordt gezien als het ontbrekend decl van het antwoord op de
toenemende globale concurrentie, en de daaraan gerelateerde reorganisaties, het
toenemend belang van kwaliteit en klanttevredenheid, en de groeiende aandacht voor
nieuw personeelsbeleid, waarin de factor arbeid een steeds belangrijkere rol speelt
(human resource management) Vanuit maatschappelijk perspectief sluit
empowerment aan bij de voorschrijdende trend naar democratisering en
zelfbeschikking, zowel binnen de maatschappij als geheel, als binnen organisaties.
Aangezien bovengenoemde ontwikkelingen zullen voortduren, zal ook het belang van
empowerment alleen maar toenemen.

Het veelvuldig refereren aan entpowerntent in de afgelopen decennia heeft het inzicht
in de betekenis van het begrip echter niet vergroot. Er bestaat nog steeds een lacune in
de manier waarop empowerment wordt benaderd. hetgeen in de onderhavige studie
aan bod komt. Gezien de grote verscheidenheid aan conceptuele benaderingen en
definities, kan men stellen dat de literatuur geen coherent beeld geeft van het
empowermentbegrip Middels een meer integratieve benadering poogt deze studie de
verschillende kenmerken van het begrip dan ook te analyseren en te onderscheiden, en
daarmee de centrale vraag "wat is empowerment" te beantwoorden. Bovendien is het
zo dat het concept slechts sporadisch is onderworpen aan onderzoek waarin de
geldigheid van de vele aannames die in de literatuur worden gedaan met betrekking
tot de implementatie van empowerinelit, empirisch worden getoetst. Alhoewel de
literatuur veelvuldig aandacht besteedt aan de vele managementinterventies en
gedragingen die het empowered gedrag van werknemers met klantcontact zouden
stimuleren,  blij ft de discussie  in de meeste gevallen theoretisch en gefragmenteerd,
waarbij bestaande ideeen eerder worden herhaald dan dat er nieuwe ideeen en
argumenten worden toegevoegd. In de onderhavige studie worden verschillende
theoretische inzichten omtrent de voorspellers van empowered ged,·ag gerntegreerd
binnen 66n conceptueel kader, waarvan empirisch wordt getest of de verschillende
managementinterventies en - gedragingen daadwerkelijk bijdragen aan de uitkomsten
die met empowerment worden beoogd.

Tot slot, gezien haar impliciete, maar toch duidelijk Anglo-Saksische oorsprong,
schenkt de empowermentliteratuur nauwelijks aandacht aan de belangrijke vraag
welke relevantie bepaalde algemene uitspraken die op basis van deze literatuur
worden gedaan, hebben binnen verschillende culturele contexten. Hoewel men er in
het     algemeen van uitgaat     dat het slechts     gaat     om een verschillende
managementaanpak met betrekking tot het klantencontact, omhelst het
empowermentbegrip veel meer dan dat. Voorstanders van empowerment pleiten
namelijk voor radicale veranderingen in de organisatiestructuur (bijvoorbeeld de
hierarchische structuren) en managementstijl, en nemen daarbij als vanzelfsprekend

267



aan dat werknemers einpowerment zullen   aanvaarden,   ongeacht   de   specifieke,
culturele context. Volgens de Nederlandse wetenschapper Geert Hofstede, die
onderzoek heeft gedaan naar de invloed van nationale culturen, wordt de keuze voor
een bepaalde managementstijl en organisatievorm, en zelfs de belangrijkste
onderliggende factoren daarvan, in grote mate door deze specifieke culturele,
nationale context bepaald. Het aantal wetenschappers, en dat zijn er tot nu toe niet
veel, dat het empowerme/itconcept vanuit een crosscultureel perspectief heeft
benaderd, stelt de universele geldigheid van de uitgangspunten van de
empower,nenttheorie dan ook op de proef (Hoppe, 1990; Durcan and Kirkbride,
1994).

In de onderhavige studie wordt onderzoek gedaan onder 427 werknemers die in hun
werk direct in aanraking komen met klanten, en 46 managers van 16 hoogwaardige en
luxe kwaliteitshotels van een bekende intemationale hotelketen in zeven Europese
landen. De studie beoogt inzicht te verschajfen in de betekenis van empowerment
binnen de hotelindustrie en de implicaties van het toepassen van empowerment binnen
de  internationale,  crossculturele  Europese  context. De studie poogt een antwoord te
geven op de volgende drie meer specifieke onderzoeksvragen:

1.     Wat is entpower,ne„t?
2. Welke factoren zijn belangrijk voor de toepassing van empowerment in de

praktij k?
3. Wat is de invloed van de nationale cultuur bij het implementeren van

enipowerment in hotels in verschillende landen binnen Europa?

Wat is empower,ite,it'!

Op basis van een uitgebreide studie naar de manier waarop empowerment in de
literatuur wordt geconceptualiseerd, kan worden geconcludeerd dat er zowel een enge
benadering van enipoweritient bestaat, waarbij empowerment wordt gezien als het
vergroten van de individuele - of groepsautonomie, als een bredere benadering
waarbij het gaat om de individuele of groepsontwikkeling. Volgens Sorensen (1997)
kan empowerment op aggregatief niveau worden bezien vanuit de enge benadering
van individuele of groepsautonomie. Vanuit het bredere, integratieve perspectief
wordt het gezien als het stimuleren van de individuele of groepsontwikkeling. Op
aggregatief niveau kan enpowerment worden gedefinieerd als het overdrage,i van ee,i
bepaalde mate van autonomie op individuen of groepen, terwijl het vanuit een
integratief perspectief kan worden gezien als het zo goed mogelijk stimuleren van de
individuele of groepsontwikkeling. Vanuit het managementperspectief, dat in deze
studie wordt gehanteerd, wordt empowerment vanuit het aggregatief perspectief
gezien en wordt het vooral gerelateerd aan de kwaliteit van producten en diensten.
Empowerment wordt dan ook gedefinieerd als het overdragen van
beslissingsbevoegdheid en verantwoordelijkheid met betrekking tot het bepalen en
verbeteren van de kwaliteit van het product en/of de feitelijke dienstverle,ling. Een
belangrijke conclusie van het onderhavige onderzoek is dat deze focus op kwaliteit
van producten of diensten op geen enkele manier gebaseerd is op de etymologische
eigenschappen van de term empowerment. Het karakteriseert echter wel de
conceptuele kenmerken van een concreet managementidee dat opvallend veel
aandacht heeft gekregen vanuit de wetenschap en het bedrijfsleven: namelijk het idee
dat de kwaliteit van producten en diensten zal verbeteren door het afwentelen van
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beslissingsbevoegdheid en verantwoordelijkheid naar werknemers op de lagere
niveaus. Met de ontdekking van de oorsprong van dit managementidee in het werk
van Juran over kwaliteitscontrole en met name "het concept van self-contror' is het
inzicht in het empoivermentbegrip aanzienlijk vergroot. De sterke overeenkomst
tussen het conceptueel domein van dit begrip met dat van entpowermetit laat weinig
twij fel bestaan  over  het  feit  dat  we  hier te maken hebben  met  66n en hetzel fde
concept.

Het conceptuele raamwerk

E6n van de centrale thema's in het debat rondom entpowerme,it heeft betrekking op de
wijze waarop organisaties het concept kunnen implementeren. Welke
managementinterventies of gedragingen zijn nodig oni het gewenste enipowered
gectrag te verkrij gen? Empowered gecirag komt lot uitdrukking in het feit dat

werknemers op basis van discretie en creativiteit zelfstandig beslissingen en initiatief
nemen tijdens het verlenen van diensten aan de klanten. Het onderliggende doel van
empowered gedrag ishe\ vergroten van de kwaliteit van de service.

Op basis van een uitgebreide literatuurstudie werd een conceptueel raamwerk
ontwikkeld. Dit raamwerk werd opgebouwd uit organisatiegerelateerde factoren en
managementinterventies waarvan wordt aangenomen dat zij leiden tot empowered
gedrag van werknemers met klantcontact. Deze factoren werden gecategonseerd in: a)
empowernie,it prakt(iken, die voornamelijk gericht zijn op het formeel overdragen van
bevoegdheden naar werknemers met klantcontact, zodat zij de vrijheid hebben om ten
tijde van de dienstverlening zelf beslissingen te kunnen nemen; b) empowering
manageme,itstijl, die verwijst naar het feit dat managers werknemers aanmoedigen,
vertrouwen en ondersteunen bij het zelfstandig nemen van beslissingen en hen
complimenteren wanneer zij een succesvolle beslissing hebben genomen en hen niet
straffen maar advies geven wanneer een beslissing minder gunstig zou uitvallen of
verkeerd blijkt te zijn geweest; c) einpowering orgaitisatie, hetgeen wijst naar de mate
waarin de organisatiecultuur klantgericht is, cr sprake is van een open communicatie
binnen de organisatie, en informatie aangaande de organisatie voor de werknemers
vrij toegankelijk is; en d) en,powering human resources praktoke,1, die refereren aan
het selectieproces bij het aannemen van werknemers, de training die zij krijgen, en de
aanwezigheid van prestatiebeloning.

Daarnaast werd beargumenteerd dat de implementatie van empowerment ook wordt
beYnvloed door de nationale cultuur, zoals naar voren werd gebracht in het werk van
Hofstede. Dit geldt met name voor twee van de door hem onderscheiden dimensies
van nationale cultuur, namelijk machtsafstand en onzekerheidsvermijding (Hofstede,
1991). Deze dimensies verwijzen respectievelijk naar "de mate waarin de minder
machtige leden van instituties en organisaties binnen een land verwachten en
accepteren dat macht ongelijk verdeeld is" en naar "de mate waarin de leden van een
bepaalde cultuur zich bedreigd voelen door onzekerheid of een onbekende situatie".
Volgens Hofstede zullen culturen waarbinnen de machtsafstanden groot zijn de
voorkeur geven aan traditionele managementbenaderingen en daarom sterke
centralisering van macht kennen met een sturende managementstijl, terwijl in culturen
waarbinnen de machtsafstanden klein zijn de verdeling van macht minder
gecentraliseerd is,  en een meer democratische (participatieve) leiderschapstijl wordt
gehanteerd. Onzekerheidsvermijding weerspiegelt zowel de mate waarin afwijkende
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meningen o f ander gedrag geaccepteerd dan wel onderdrukt wordt, als de emotionele
behoefte van individuen aan regels en een formele structuur. Hofstede stelt dat in een
cultuur waarin onzekerheid sterk wordt vermeden, vele interne regels en
regelgevingen aanwezig zijn die het arbeidsproces controleren. Ook bestaat er de
neiging om onduidelijke situaties te vermijden en afwijkende meningen en
gedragingen te onderdrukken. De verwachting is dan ook dat culturen die grote
machtsafstanden kennen en waarin onzekerheidvermijdend gedrag wordt vertoond, in
de regel minder vaak de voorkeur zullen geven aan empowerment.

De methodische aanpak

Het onderzoek was opgedeeld in een kwalitatief en een kwantitatief deel. Het
kwalitatieve deel bestond uit 45 semi-gestructureerde interviews met hotelmanagers,
meestal met de Human Resources Manager, de Front Qffice Manager en de Food and
Beverage Manager. Daarnaast werd een interview gehouden op het hoofdkantoor van
de organisatie in Brussel. Doel van de interviews was het verkrijgen van informatie
over het personeelsbeleid van de hotels die bij het onderzoek betrokken waren en de
hotelketen in zijn geheel. Voor het kwantitatief deel van het onderzoek zijn
vragenlijsten onder 427 werknemers met klantcontact uitgezet (bij de afdeling Front

CMNce en de afdeling Food and Beverage).In de vragenlijst werden de conceptuele
begrippen van het theoretisch kader op kwantitatieve wijze geoperationaliseerd,
inclusief Hofstede's dimensies voor machtsafstand en onzekerheidsvermij(ling. De
onderzoekshypothesen werden met behulp van meet'voudige regressieanalyse
statistisch getest. Gezien het relatief klein aantal landen dat bij het onderzoek was
betrokken, werden de landen op basis van theorie over de overeenkomsten en
verschillen tussen de betreffende nationale culturen in twee clusters ingedeeld. Italie,
Griekenland, Portugal en Belgie vormden samen het Zuid/Oost-Europees-cluster.
Engeland, Zweden en Nederland werden gegroepeerd tot een Noord/West-Europees-
cluster.

De resultaten

Uit de kwantitatieve analyses kwam naar voren dat het "delegeren van
beslissingsbevoegdheid

" de belangrijkste factor vormde binnen het

empowermen*roces. Het overdragen van bevoegdheden aan werknemers met
klantcontact bleek namelijk de grootste invloed te hebben op het vertonen van
empowered gedrag. Dit duidt crop dat werknemers naar alle waarschijnlijkheid geen
eigen initiatieven of eigen beslissingen nemen tijdens het werk, tenzij zij ook
daadwerkelijk de bevoegdheid daartoe hebben gekregen. Ook het creeren van een
klantgerichte cultuur bleek een belangrijke invloed te hebben op het
empowermentproces. De resultaten laten zien dat wanneer de cultuur binnen de
organisatie door de werknemers als klantgericht wordt beschouwd en er grote waarde
wordt gehecht aan consumententevredenheid, hier tijdens de dienstverlening ook meer
aandacht aan wordt besteed. Beide resultaten zijn in overeenstemming met de
hypothesen. Een opvallende uitkomst in het kwantitatief onderzoek is het feit dat
training geen significante invloed op empowered gedrag bleek te hebben. Dit betekent
dat hotels die empowered gedrag van hun werknemers willen stimuleren, dit niet per
s6 zullen bereiken via het geven van trainingen, ongeacht de intensiteit ervan.  Deze
bevinding is verrassend, vooral gezien de grote aandacht die in de
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empowernientliteratuur aan dit aspect wordt gegeven, er van uitgaande dat training
een noodzakelijke interventie zou zijn in het empowermentproces.

De resultaten laten verder zien dat individuele factoren een belangrijke rol spelen,
zoals de tijd die de werknemer reeds in het hotel werkzaam is, en diens
opleidingsniveau. Deze factoren worden in de empowermentliteratuur echter zelden of
nooit genoemd. Zo bleek uit de kwantitatieve analyses dat werknemers die reeds lang
bij het hotel in dienst zijn meer empowered gedrag vertonen dan hun minder ervaren
collegae. Deze bevinding was consistent met de informatie die in de interviews met
managers naar voren kwam. Zoals op basis van literatuur te verwachten was, lieten
werknemers met een universitaire graad een hogere mate van empowered gedrag zien
dan de lager opgeleide werknemers.

Zowel uit liet kwalitatief als uit het kwantitatief onderzoek kwam naar voren dat er
een duidelijk verschil bestaat met betrekking tot het empowermentproces tussen het

Noorderlijke en het Zuidelijke landencluster. Met name de resultaten van de
werknemersenqudte lieten zien dat het delegeren van bevoegdheden en het vertonen
van empowered gedrag vaker voorkomen in het Noorden dan in het Zuiden.
Belangrijke verschillen tussen Noord en Zuid werden ook gevonden met betrekking
tot het delen van informatie, de openheid van de communicatie, training en de
klantgerichte cultuur. Werknemers uit landen binnen het Noordelijk cluster
percipieerden een hogere mate hiervan dan die binnen het Zuidelijk cluster. Hiermee
werd de algemene verwachting dat er meer mogelijkheden zijn voor empowerment in
de Noordelijke gebieden bevestigd. Het lijkt vrij aannemelijk om de culturele factor
aan te wijzen als verklaring voor de gevonden verschillen. Ten eerste komen de
bevindingen in sterke mate overeen met hetgeen men zou verwachten op basis van het
werk van Hofstede over nationale culturen en de implicaties hiervan voor
managementtheorie en praktijken die hij afleidt uit de twee dimensies 'machtsafstand'
en 'onzekerheidsvermijding'. Ten tweede werd door de keuze van de steekproef
constant gehouden   voor een aantal andere factoren    die de gevonden verschillen
zouden hebben kunnen veroorzaken, zoals sector en organisatiecultuur, technologie,
grootte van het hotel, en marktsegment. Met name in het kwantitatieve onderzoek
konden de gevonden verschillen ook niet worden toegeschreven aan
sociaaldemografische verschillen in de steekproef (zoals leeftijd en sekse) waarvoor
eveneens werd gecontroleerd. Ten derde wijst het inzicht dat werd verkregen uit de
interviews met de managers onmiddellijk in de richting van een culturele verklaring,
waarbij de culturele verschillen vooral te verklaren zijn vanuit de waarden die er
blijken te bestaan met betrekking tot 'machtsafstand' en in mindere mate met
betrekking tot 'onzekerheidsvermijding' Zo gaven de managers in de Zuidelijke
landen aan dat hun werknemers een algemene voorkeur hebben voor aansturing van
de leidinggevende, en een weerstand hebben tegen het op zich nemen van
verantwoordelijkheden en het accepteren van bevoegdheden die buiten hun
functieomschrijving vallen. Daarnaast gaven de managers in deze landen aan dat ze
ook zelf niet geneigd waren om bevoegdheden aan hun werknemers over te dragen.
Naar eigen zeggen "bestaat er de noodzaak om hun mensen op een hierarchische
manier aan te sturen" of "bestaat er een afstand tussen de manager en een 'gewone'
werknemer", hetgeen duidelijk wijst op het bestaan van waarden die een grote
machtsafstand weerspiegelen. Verder gaven ze toe dat "gevoelige" informatie niet
wordt gedeeld met werknemers op het lagere niveau, aangezien "de bestaande
mentaliteit niet gericht is op het geven van dergelijke cijfers aan de werknemers".
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Omgekeerd beschreven managers uit het Noordelijke landencluster een
werkomgeving waarin werknemers eigen initiatief en beslissingen nemen, waarin het
delegeren van bevoegdheden vaker voorkomt, en waar informatie vrij en systematisch
wordt gedeeld. Het algemeen beeld dat op basis van de informatie van managers werd
verkregen, bevestigt de verwacliting dat Zuidelijke landen een hoge mate en
Noordelijke landen een lage mate van machtscentralisatie kennen. Daarnaast
onthulden de inten'iews belangrijke verschillen tussen de arbeidsmarklen en het
wettelijk kader in elk land (het vet'wachte onderscheid tussen Noord en Zuid bleek
ook hier te gelden). Met deze bevinding worden enige vraagtekens gezet bij enkele
van de "globale" opvattingen over de Horeca-industrie (bijvoorbeeld over het idee van
een groot verloop onder werknemers).

Tot slot werd in zowel het kwantitatieve als het kwalitatieve onderzoek ook een
interessant verschil gevonden lussen werknemers in Food and Beverage en
werknemers in Front Ojjice in de mate waarop bevoegdheden worden overgedragen.
Aan de eerste categorie werden veel minder bevoegdheden overgedragen dan aan de
laatste. Dit verschil bleek te zijn gerelateerd aan het type diensten dat door de
afdelingen worden aangeboden, namelijk: de mate van standaardisatie (het werk op de
Food and Beverage-afdeling is meer gestandaardiseerd); de mate waarin de
dienstverlening kan worden voorspeld (deze is hoger in de Food and Beverage-
afdeling); en de taakinhoud van de werknemers (meer "technisch" in de Food and

Beverage-afdeling, en een hogere mate van besluitvorming in de Front Ojfice-
afdeling). Deze bevinding bevestigt in zekere zin de continge,to,benadering van
Bowen en Lawler (1992). Zij stellen dat de mate van productstandaardisatie en de
mate van onvoorspelbaarheid van de werkomgeving invloed heeft op de mate waarin
empo·wernient een geschikte dienstverleningsstrategie is.

De implicaties

De bevindingen in de onderhavige studie onderstrepen de noodzaak voor een meer
geintegreerde benadering van empowermelit, zowel met betrekking tot de
theorievorming als in de praktijk. Wat de theorievorming betreft dient men aandacht
te besteden aan de verscheidenheid aan conceptualiseringen van het
empowermentbegrip, waarbij elke keer duidelijk moet zijn op welke wijze men het
begrip in het betreffende onderzoek conceptualiseert en operationaliseert. Theoretici
moeten vooral inzien dat empowerment gericht op de kwaliteit van producten en
diensten niet gebaseerd is op de etymologische kenmerken van de term. In
vervolgonderzoek is het dan ook belangrijk om het begrip zowel vanuit een
aggregatief, als vanuit een integratief perspectief als een concept met bredere
betekenis te conceptualiseren en te operationaliseren.

Voor de Horeca zijn in de onderhavige studie enkele belangrijke interventies aan het
licht gebracht die essentieel zijn voor een effectieve implementatie van empowerment
in de praktijk. Van groot belang voor het management is het gegeven dat de beslissing
om werknemers met klantcontact te empoweren vraagt om drastische veranderingen in
de gehele organisatie, en dat empowered gedrag niet enkel het gevolg kan zijn van het

benadrukken van slechts 66n of enkele, gefragmenteerde interventies. Naar het schijnt
heeft de hotelindustrie tot nu toe slechts op een dergelijke gefragmenteerde manier
aandacht geschonken aan entpowernze,it, met name door het investeren in training, en
in geringe mate aan andere processen, zoals sclectie bij het aannemen en het belonen
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van werknemers. Wil het empoweren van werknemers succesvol zijn, zal men moeten
kiezen voor een meer gerntegreerde aanpak, waarbij de nadruk ligt op zowel de
inhoud van de managementpraktijken en interventies als op de wijze waarop deze
door de werknemers worden gepercipieerd en beleefd.

Deze studie heeft verder aangetoond dat de empowermentdoctrine duidelijk een
Amerikaans cultureel product is, dat niet simpelweg wordt overgenomen buiten
Anglo-Saksische contexten. Dit duidt vooral op de rol van culturele verschillen in de
vorming van cultuurspecifieke attitudes en gedragingen in de organisatorische setting
en onderstreept de noodzaak om oplettend te zijn bij het overbrengen van
managementconcepten naar andere nationale contexten. Er bestaat dan ook een
behoefte aan een localere managementbenadering die aandacht schenkt aan de locale
cultuur. De culturele relativiteit van enipowernient heeft echter ook implicaties voor
de universele geldigheid van management- en organisatietheorieen, die door Hofstede
reeds langere tijd wordt betwijfeld. Het eigenlijke probleem hierbij is niet zozeer het
feit dat de ontwikkelde theorieen en concepten universeel claimen te zijn, maar
veeleer het feit dat ze ontwikkeld zijn zonder de verschillende manier van denken en
percipieren in andere delen van de wereld in ogenschouw te nemen. Totdat er binnen
de sociale- en organisatiewetenschappen erkenning komt voor deze verscheidenheid
aan culturen, vormen van organisatie, instituties, menselijk gedrag, waarden en
opvattingen, moeten we behoedzaam zijn voor elke theorie die algemene geldigheid
zegt te claimen.
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Propositions

Stellingen behorende bij het proefschrift: "Employee Empowerment in the European
Hotel Industry: Meaning, Process and Cultural Relativity" door Antonis Klidas

1. The origins of the concept of employee empowerment are rooted in the
development of ideas of total quality management and specifically in Juran's
"concept of self-control".

2.   In management and hospitality, the focus of empowerment almost exclusively on
product and service quality is not consistent with the etymological properties of
the term empowerment.

3.     The  decision to empower employees demands drastic changes  in the organisation
as a whole and the goal of empowerment cannot solely be the outcome of
fragmented emphasis on any single management practice or intervention.

4.  Despite the presence of powerful forces of convergence, "culture contributors",
such as climate, religion and the sum of a culture's collective experiences (i.e. its
history) are powerful enough to bring about considerable cultural divergence and
persistently dissimilar to warrant cultural divergence also in the foreseeable
future.

5.   The empowerment doctrine is the cultural product of the American culture and its
propositions may not necessarily be embraced in different cultural contexts, such
as those with large power distance and strong uncertainty avoidance.

6. European integration should  not be pursued by the substitution of national cultures
with a "euro-culture", but by the awareness of cultural diversity in Europe and the
promotion of European cultures.

7. Participant observation is an ideal method for research in luxury hotels.

8. Employee empowerment does not fit the cultural context in the Netherlands. The
customer is not always right and employees are very cautious with giving things
away for free.

9.   Culture is like a wall of glass. Difficult to see until you come very close to it and
the closer you come, the more you can see of what lies behind it. Attempting to go
through it is very difficult and bound to be a painful shock and you can understand
why by looking at your own reflection on the glass.

10. "Ev oi6a an ou66, oi6a", E(DKpa·rng
("One thing I know is that I don't know anything", Socrates)
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