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(ABSTRACT)

This study attempted to relate service orientation discrepancy between
employees and managers to employees’ affective reactions in the restaurant
industry. To fulfill this purpose, this study developed a new model and tested it by
conducting an empirical analysis of restaurant employees. Specifically, this study
examined the relationships among service orientation discrepancy (SOD), service
employees’ role conflict (RC), role ambiguity (RA), job satisfaction (JS), and
organizational commitment (OC). In addition, using path analysis, this study

further scrutinized the causal relationships among the above variables.



The key findings of this study indicate that there is an SOD between managers
and employees. Employees saw themselves as more enthusiastic and less bureaucratic
than managers and this SOD was correlated with employee outcomes such as RC,
RA, JS, and OC. When the proposed model of the study was tested, the results
indicated that SOD had a positive, direct effect on RC and direct, negative effects on
JS and OC. SOD also had negative, indirect effects on JS and OC through RC and
RA. RC had a negative, direct effect on JS and a negative, indirect effect on OC. RA

had a negative, direct effect on JS. Finally, JS had a negative, direct effect on OC.

The contribution of this study lies in attempting to explore the possibility of
synthesizing service management and organizational behavior literature in the
restaurant industry setting. By introducing the concept of SOD, this study showed
the relationship between SOD and its impact on affective reactions of restaurant
employees.  Further, this study contributed to the existing literature by
demonstrating the causal relationships among the variables examined. With these
efforts, this study also laid the foundation for future empirical research. From the
industry point of view, the findings of this study will provide substantive
information that restaurant chains can use to design training, communication, and

motivational programs and other human resource management programs for their



employees. The study holds promise for reducing employee turnover and for

improving customer service in the hospitality industry.
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CHAPTER ONE

INTRODUCTION

STATEMENT OF THE PROBLEM

The U.S. economy is often labeled as "a service economy" (Heskett 1986;
Hoffman 1987; Murdick, Render, and Russel 1990). As Bell (1973) pointed, the
focus of the post-industrial society has been changed from a "game against
fabricated nature" played in the industrial society to a "game between persons."
Indeed, many jobs in the service industries require more social or non-technical
than technical skills (Heskett 1986; Hogan, Hogan, and Bursch 1984).

The impact of the service sector on the U.S. economy is enormous.
According to the U.S. Bureau of Economic Analysis (1993), the contribution of
the service sector to the gross domestic product (GDP) increased from 78.6% in
1980 to 79.9% in 1991, in comparison to the contribution of the manufacturing
sector which decreased from 21.4% in 1980 to 20.1% in 1991. Services account
for 95 % of the 25 million new jobs created since 1969. Of the additional 21

million predicted by 2000, most new jobs will be in the service sector (Figure 1).
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Figure 1. How jobs in the service industry have soared



Seven out of every 10 American workers are employed in the service sector. By
the year 2000, it is expected that almost 8 out of 10 workers will be in the service
industry (Table 1).

As the service sector has increased its dominance in the U.S. economy,
service-related problems have arisen that have not been adequately solved by
traditional manufacturing approaches. One such problem involves the lack of
employees' attachment to the organization, a problem derived from the service
orientation discrepancy between employees and managers (i.e. the difference
between managers’ and employees’ perceptions of customer service). Previous
studies (Dienhart, Gregoire, and Downey 1990; Groves 1992; Parkington and
Schneider 1979; Schneider 1980; Schneider and Bowen 1985) have shown a
positive relationship between service orientation discrepancy and role conflict and
role ambiguity, feelings of frustration and turnover intention, and a negative
relationship between service orientation discrepancy and job satisfaction.

Coupled with the low-pay and difficulty of the work in the hospitality
industry, this problem of service orientation discrepancy between employees and

managers contributes to the high employee turnover rate. One study revealed that



Table 1. Employment prospects for the year 2000 (in millions)

Industry 1965 1986 2000

Coods
Mining .6} .a} .7}
Manufacturing 1807 36% 1900 25% 18.2 21%
Construction 3.2 4.9 S.8
Services
Transportation and utilities 4.0 5.2 5.7
Wholesale and retail trade 12.6 23.6 30.0
Finance, insurance, and real estate 3.0 64% 63 75% 7.9 79%
Miscellaneous services 8.9 225 328
Government 10.1 16.7 18.3

Total 604 100% 990 7100% 119.1 700%

Source: Statistical Abstract of the United States (U.S. Government Printing Office,
1988), p.380. Reproduced from Murdick, Render and Russel (1990), p.7.



the turnover rate of hourly workers in the hospitality industry ranged from 60%
to 300%, and managerial turnover ranged from 30% to 100% (MacHatton
and Baltzer, 1991). A turnover rate of only one hourly position a week would
cost a hotel or restaurant between $88,400 and $130,000 per year (Hogan 1992).
Moreover, the high turnover rates often lead to productivity loss, retraining
expenses, and low employee morale (Lydecker 1988).

The problem of service orientation discrepancy between managers and
employees is also related to customers’ attitudes and opinions concerning service
delivery. Previous research revealed that customers’ attitudes and opinions
concerning service quality were formed by service employees’ behavior
(Schneider and Bowen 1985, 1993). If a guest received poor or indifferent service
in a restaurant, s/he was likely to form a bad image of the restaurant and to spread
negative word-of-mouth advertising to other people. According to Sullivan and
Roberts (1991), a restaurant may lose a potential three-hundred new customers per
day by making one customer angry enough not to come back and tell a dozen of
his/her friends not to, either.

Considering these potentially substantial financial losses due to the service
orientation discrepancy between managers and employees, the importance of

service employees’ behavior cannot be overemphasized. However, the literature in



the hospitality industry contains little empirical research on service orientation
discrepancy between managers and employees and its impact on the factors highly
related to employee turnover such as role conflict/ambiguity, job satisfaction and
organizational commitment. Though several studies have been conducted on the
subject of service orientation (Dienhart, Gregoire and Downey 1990; George and
Tan 1993; Groves 1992; Larsen and Bastiansen 1991), such studies were not
grounded within turnover theory or failed to explore service specific variables,
such as role conflict and role ambiguity, or the causal relationships among
variables studied (Paxson 1994).

Thus, the research problem investigated in this study is designed to gain
insight into the problems associated with service orientation discrepancy between
managers and employees. This is achieved by exploring how service orientation
discrepancy between managers and employees affect several hospitality job
aspects such as role conflict, role ambiguity, job satisfaction, and organizational

commitment.



BACKGROUND OF THE PROBLEM

The competitive environment of business has moved management focus
from "doing the job right" in the 1960s and 1970s to "doing the right job" in the
1990s. The buzzwords have changed from "optimization" and "cost reduction” to
"customer satisfaction" and "employee contentment and loyalty" (Rogers, Clow,
and Kash 1994). Thus, improving customer satisfaction is one of the most
important challenges facing service businesses in the 1990s (Bitner 1990). Despite
much emphasis on the idea that "The Consumer is King," the level of customer
service demonstrated by many U.S. businesses often leaves room for improvement
(Bennet 1990; Hoffman and Ingram 1992; MacNeil 1991; Koepp 1987). For
example, a 1990 consumer poll conducted by The Wall Street Journal found that
44 percent of respondents felt that the level of service provided by American
businesses was only fair or poor (Bennet 1990).

Service is said to have the characteristics of intangibility and simultaneous
production and consumption (Berry 1980; Booms and Nyquist 1981; Gronroos
1990). Moreover, service has become the competitive advantage in the hospitality
industry. Consequently, the customer has developed high expectations about

service and service providers. Due to these service characteristics and the service



encounter between employees and customers (Bitner 1990; Mill 1986), front-line
service providers are responsible for most customers’ perceptions of service
quality (Crosby, Evans, and Cowles 1990; Lockwood and Jones 1989). Research
confirms that customers rely on service employee behavior as cues for forming
attitudes and opinions about the content of service and how the service was
rendered (Schneider and Bowen 1985, 1993). Because of the impact that service
providers have on the business, it is imperative that management understand the
specific dimensions that help shape employee attitudes about their jobs (Rogers
Clow, and Kash 1994).

A stream of research has examined many aspects employee behavior: the
service orientation of employees (Dienhart, Gregoire and Downey 1990; George
and Tan 1993; Groves 1992; Hogan, Hogan and Bursch 1985; Larsen and
Bastiansen 1991; Parkington and Schneider 1979; Schneider 1980; Schneider and
Bowen 1985; Schneider, Parkington, and Buxton 1980); the antecedents,
correlates, and consequences of role conflict/ambiguity on the employee (Fisher
and Gitelson 1983; Hartenian, Hadaway, and Badowick 1994; House and Rizzo
1972; Jackson and Schuler 1985; Schaubroeck, Cotton, and Jennings 1989); the
antecedents and consequences of job satisfaction (Arvey, Bouchard, Segal, and

Abraham 1989; Dubinsky and Skinner 1984; Locke and Latham 1990; Rogers,



Clow and Kash 1994; Yamaguchi and Garey 1993); and the antecedents or
correlates of organizational commitment (Cannon 1992; DeConnick and
Bachmann 1994; Hrebiniak and Alutto 1972; Luthans, Baack, and Taylor 1987,
Luthans, McCaul, and Dodd 1985; Mathieu and Zajac 1990; Meyer, Paunonen,
Gellatly, Goffin, and Jackson 1989; Paxson 1994; Paxson and Umbreit 1992;
Sommer, Bae, and Luthans 1993). Findings from these studies indicate that there
is a relationship between service orientation discrepancy and affective reactions of
employees, including role conflict, role ambiguity, job satisfaction, and
organizational commitment.

Except for one study (George and Tan 1993), the literature in the
hospitality industry, however, contains little empirical research measuring service
orientation discrepancy between managers and employees, or examining the
organizational factors that influence employees' organizational commitment
(Paxson 1994). Though several studies in the hospitality industry have been
conducted on the subject of organizational commitment (Cannon 1992, 1994;
Hawkins and Lee 1990; Paxson and Umbreit 1992) and on service orientation
(Dienhart, Gregoire and Downey 1990; George and Tan 1993; Groves 1992),
those studies lack either a model for the study or an explanation of any causal

relationships among variables (Paxson 1994). This void in the hospitality



literature is particularly surprising when one considers the primary role of service
providers in the service encounter (Bitner, Booms, and Mohr 1994; Mill 1986).

A study which leads to an understanding of how service orientation
discrepancy relates to affective reactions of employees such as role stress, job
satisfaction, and organizational commitment in the hospitality industry is not only
timely, but crucial. The progress of the body of knowledge on how service
management relates to organizational behavior of employees in the hospitality
industry is highly dependent upon meeting this challenge. From a practical
perspective, the organizational interventions that are necessary for improving
organizational commitment of manufacturing or other service businesses
employees are also necessary for the restaurant industry. Hence, this research
examines how to relate service management and organizational behavior literature

in the broad sense.

PURPOSE OF THE STUDY

The topic of organizational commitment has received increasing attention

from organizational behavior researchers and managers because of its linkage to

10



employee turnover (Cannon 1992; Paxson and Umbreit 1992). However, only a
handful of studies related to organizational commitment have been reported in the
hospitality research literature (Cannon 1992; Farber and Susskind 1992; Paxson
1994; Paxson and Umbreit 1992). No studies investigating organizational
commitment in the hospitality industry have incorporated the service orientation
discrepancy or sought causal relationships among the variables involved in the
study.

This study attempted to extend the research in the area of service
orientation discrepancy between employees and managers, and to explore more
fully the impact of this discrepancy on employees' affective reactions in the
restaurant industry. The purpose of this study, therefore, was to develop a new
model in the area and test it by conducting an empirical analysis of restaurant
employees. Specifically, this study proposes to examine the relationships among
service orientation discrepancy, service employees' role conflict, role ambiguity,
job satisfaction, and organizational commitment. In addition, this study further
scrutinized the causal relationships among the variables studied, research that has

never been conducted in any previous hospitality literature.
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RESEARCH QUESTIONS

To fulfill the purpose of the study, an effort has been made to synthesize
service management and organizational behavior literature in the hospitality

context. The major research questions are as follow:

1. What is the relationship between service orientation discrepancy between
employees and managers and affective reactions of the employee in the
restaurant industry?

2. What are the intervening variables in the relationship?

3. Is there any causal relationship among the variables?

CONTRIBUTIONS OF THIS STUDY

With a proposed model drawn from both service management and
organizational commitment literature, this study investigated the relationship
between service orientation discrepancy between managers and employees and its

impact on affective reactions of employees such as role stress, job satisfaction, and

12



organizational commitment. By doing so, this study will contribute to the
hospitality industry both in theoretical and practical ways.

First, the contribution of this study lies in theory building. By introducing a
concept of service orientation discrepancy in explaining organizational
commitment of employees which has never been studied in either the both
hospitality or manufacturing literature, this study contributes to the theoretical
advancements in the field of organizational behavior studies.

Second, developing new scales of service orientation discrepancy and job
satisfaction with guests are another contribution of this study. New scales should
be useful and essential in understanding service-specific behaviors of employees in
the hospitality industry.

Third, this study is one of only a few attempts to scrutinize the causal
relationships among the variables studied in understanding antecedents of
organizational commitment of employees, research that has never been conducted
in the previous hospitality literature.

Fourth, by developing a new model with additional scales and testing it, this
study also lays the foundation for empirical research in the future.

Finally, from the practical perspective, the results of this study will reveal

in which areas that service orientation discrepancy between managers and

13



employees takes place. Identifying the areas of service orientation discrepancy
associated with organizational commitment of service employees will provide
substantive information that restaurant chains can use to design training,
communication, and motivational programs and other human resource
management programs for their  employees. In addition, an improved
understanding of organizational commitment with a consideration of service
orientation discrepancy between employees and managers holds promise for
reducing employee turnover and for improving customer service in the hospitality

industry, where there is a shortage of both entry and management-level employees.

DEFINITIONS OF TERMS

Casual restaurant. A restaurant which seeks to attract middle-income individuals
who enjoy dining out yet wish to avoid high prices and the formality of fine-dining
restaurants. The characteristics of casual restaurants are that (1) prices fall in the
middle-range, (2) their atmosphere is comfortable, (3) the mood is relaxed, and (4)
alcohol is frequently served (Chon and Sparrowe 1995).

Job satisfaction. A pleasurable or positive emotional state resulting from the
appraisal of one's job or job experiences (Locke 1983).

Organizational commitment. The strength of an individual's identification with,
and involvement in, a particular organization (Mowday, Steers, and Porter 1979).

14



Role ambiguity. The degree to which a service employee ". . . does not feel he has
the necessary information to perform his job adequately; when he is uncertain
about what his role partners expect of him, how to act to satisfy those expectation,
or how his ultimate performance will be evaluated . . ." (Churchill, Ford and
Walker 1976).

Role conflict. The degree to which a service employee ". . . believes that the
demands of two or more of his role partners are incompatible and that he cannot
simultaneously satisfy all the demands . . ." (Churchill, Ford and Walker 1976).

Role Stress. In this study, this term refers to both role ambiguity and role conflict.
Service orientation. A set of attitudes and behaviors that affects the quality of the

interaction between the staff of any organization and its customers (Hogan, Hogan
and Bursch 1985).

Service orientation discrepancy. The difference between the kind of orientation
each employee thinks a firm should have toward service and the orientation the
employee feels management thinks is essential for giving good customer service
(Parkington and Schneider 1979).

ORGANIZATION OF THE STUDY

Chapter one presents an overview of the study, including a statement of the
problem and research questions. Chapter two provides a review of the literature
related to service orientation from the field of service management and role stress,

Jjob satisfaction, and organizational commitment from organizational behavior and
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discusses the relationships among these constructs in service providers. Previous
empirical research findings relevant to the study are reported as they apply to this
study. In addition, a model of service providers' service orientation and their job
attitudes based on existing concepts and theories is proposed. Chapter three
provides a summary of research hypotheses, research design, and methodology for
the study. Chapter four presents the findings and analyses of hypotheses testing.

Finally, Chapter five provides the summary and implications of findings from the

data analyses, limitations of this study, and recommendations for future research.
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