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Organisational commitment, job satisfaction and profitability: A cross-national analysis of 

hotel workers in Mexico and China 

 

 
 

Organisational commitment and job satisfaction are important measures of employee 

performance in the workplace.  Although employee commitment and job satisfaction have been 

studied extensively, their links with organisational performance have not often been considered.  

 The research establishes measures of commitment and job satisfaction using data obtained 

from workers in a multi-national hotel chain.  Commitment is conceptualised by means of an 

adapted OCQ.  Job satisfaction is conceptualised by means of an adapted MSQ.  Comparisons are 

then made between the commitment and job satisfaction of workers in hotels in Mexico and 

China, judged to be well-performing and poorly-performing national hotel groups respectively. 

Links between the measures and organisational performance are explored.   

 The resulting adapted measures are shown to measure effectively the commitment and job 

satisfaction of employees in the hotel industry. Using the measures to compare hotel groups in 

Mexico and China shows significantly different levels of value commitment and intrinsic job 

satisfaction between low and high performing hotels. Commitment is shown to be a significant 

predictor of financial performance and guest satisfaction. Job satisfaction is a significant, though 

weak, predictor of financial performance, but is not significant in terms of guest satisfaction. 
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Organisational commitment, job satisfaction and profitability: A cross-national analysis of 

hotel workers in Mexico and China 
 

Organisational commitment and job satisfaction are important measures of employee 

performance in the workplace.  Although employee commitment and job satisfaction have been 

studied extensively, their links with organisational performance have not often been considered.  

 The research establishes measures of commitment and job satisfaction using data obtained 

from workers in a multi-national hotel chain.  Commitment is conceptualised by means of an 

adapted OCQ.  Job satisfaction is conceptualised by means of an adapted MSQ.  Comparisons are 

then made between the commitment and job satisfaction of workers in hotels in Mexico and 

China, judged to be well-performing and poorly-performing national hotel groups respectively. 

Links between the measures and organisational performance are explored.   

 The resulting adapted measures are shown to measure effectively the commitment and job 

satisfaction of employees in the hotel industry. Using the measures to compare hotel groups in 

Mexico and China shows significantly different levels of value commitment and intrinsic job 

satisfaction between low and high performing hotels. Commitment is shown to be a significant 

predictor of financial performance and guest satisfaction. Job satisfaction is a significant, though 

weak, predictor of financial performance, but is not significant in terms of guest satisfaction. 

 

Introduction 

 

The purpose of this research is to develop measures of the organisational commitment and job 

satisfaction of employees in a multi-national hotel chain (MNHC), using data obtained from 

hotels in 51 countries worldwide.  The aim of developing the measures is to use them to compare 

the organisational commitment and job satisfaction of workers in well-performing and poor-

performing national hotel chains operated by the MNHC.  

Commitment is conceptualised and measured using an adapted Organizational Commitment 

Questionnaire (OCQ), originally developed by Porter, Steers, Mowday and Boulian (1974) and 

Mowday, Steers and Porter (1979).  Job satisfaction is conceptualised and measured using an 

adapted short-form of the Minnesota Satisfaction Questionnaire (MSQ), originally developed by 

Weiss, Dawis, England and Lofquist (1967). 

Using annual percentage of house profit (PROFIT) and guest satisfaction (GUESTSAT) as 

performance measures, Mexico and China are selected as well-performing and poorly-performing 

national hotel chains respectively.  Mexico and China have cultural similarities, both being 

collectivist societies. Both groups of employees also tend to be long serving in employment, 

although for different reasons.  The adapted OCQ and MSQ are used to compare the commitment 

and job satisfaction of Mexican and Chinese hotel employees.   

The paper establishes measures of organisational commitment and job satisfaction based on the 

OCQ and MSQ.  Measures are then applied to data relating to workers in hotel chains in Mexico 

and China.  Similarities and differences in commitment and job satisfaction are discussed, along 

with their relationships with organisational performance. Opportunities for further research are 

discussed.  

  

Literature review 

 

Organisational commitment 
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Organisational commitment has been described by DeCotiis and Summers (1987) as having 

important implications for both organisations and individuals, being hypothesised as a strong 

predictor of employee motivation and turnover. A number of relationships between employee 

behaviours and organisational commitment have been proposed. Included here are relationships 

between commitment, turnover and tardiness (Angle and Perry, 1981); the performance and job 

involvement of employees (Porter, et al., 1974); job satisfaction (Hall and Schneider, 1972); 

autonomy and responsibility (Koch and Steers, 1978); role conflict (Morris and Koch, 1979); role 

ambiguity (Morris and Sherman, 1981) and age (Angle and Perry, 1981). Significant propositions 

resulting from the above include: participation being the most significant indicator of role conflict 

(Morris and Koch, 1979), and role and work experiences being identified as having significant 

influences on organisational commitment (Morris and Sherman, 1981). Porter et al., (1974) 

proposed that organisational commitment was a more effective means of discriminating between 

organisational members remaining in or leaving the organisation than was job satisfaction.  

 Steers (1977) proposed that organisational commitment was the strength of an individual’s  

identification with, and involvement in, an organisation. Porter et al., (1974) identified three 

components of an individual’s commitment, namely: a belief in and acceptance of organisational 

values, a willingness to exert effort on the organisation’s behalf, and a desire to retain 

membership.  

 Porter et al., (1974) developed a measure of organisational commitment, the Organizational 

Commitment Questionnaire (OCQ). This has become the most widely used measure of 

organisational commitment over a long period of time (Barge and Schleuter, 1988; Benkhoff, 

1997; Commeiras and Fournier, 2001; Luthans, McCaull and Dodd, 1985), although the measure 

has attracted criticism for a suggested lack of construct validity and homogeneity (Angle and 

Perry, 1981; Cook and Wall, 1980). However, the popularity of the OCQ may be gauged by the 

large number of studies that have used it to measure commitment, as identified in Matthieu and 

Zajac’s (1990) meta-analysis of organisational commitment research. 

  Many published studies of organisational commitment have suggested that  there is little 

evidence of a direct link between employee commitment and an organisation’s financial 

performance (Mathieu and Zajac, 1990). Only a few cases have proposed that employee 

commitment is significantly related to superior organisational performance: for example 

Benkhoff’s (1997, p. 718)  study of bank employees, where the OCQ was found to be a 

“significant” measure, and Luthans’ (1985) study of worker productivity. 

 

Job satisfaction 

 

Job satisfaction is a measure of the extent to which people like their jobs (Spector, 1997). 

Understanding job satisfaction is important as it is regarded as a major influence on employee 

behaviour and organisational effectiveness (Spector, 1997; Spinelli and Canavos, 2000).  The 

importance of job satisfaction is underlined by its status as the most studied organisational 

variable (Hirschfeld, 2000) in a literature that is “…perhaps the most extensive of all of the 

management fields” (Lovett, Coyle and Adams, 2004, p 217). Low levels of job satisfaction have 

been associated with increased absenteeism and turnover, and have the potential to affect 

customer satisfaction adversely (Lawler and Porter, 1967; Rogers, Clow and Kash, 1994).  

Support for a link between job satisfaction and guest satisfaction is provided by Bitner’s (1990) 

research into service quality and service satisfaction, and also by Spinelli and Canavos’ (2000) 

study of the relationship between employee satisfaction and guest satisfaction in the hotel 

industry. Hirschfeld (2000) suggested that job satisfaction has been conceptualised as both a 
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global and a multidimensional construct, with multidimensionality providing greater scope to 

advance organisational studies through the potential relationships between components of the 

scale and other potential variables of interest. One such measure that has been extensively used is 

the 20 item short-form of the Minnesota Satisfaction Questionnaire (MSQ) (Weiss, et al., 1967) 

identified by Spector (1997) as a popular measure that in addition to providing an overall 

measure of job satisfaction also measures two separate components, intrinsic and extrinsic job 

satisfaction. Intrinsic job satisfaction has an affective basis, that is it captures how people feel 

about their jobs, and is associated with job involvement (Hirschfeld, 2000). Extrinsic job 

satisfaction is based on how workers feel about aspects of work that are external to the job tasks, 

or connected with the work itself (Hirschfeld, 2000). 

The 20 question short-form has been used extensively (Hirschfeld, 2000; Spector, 1997) in 

organisational research and has been shown to be a valid and reliable measure of overall job 

satisfaction, intrinsic job satisfaction and extrinsic job satisfaction (Hirschfeld, 2000; Weiss, et 

al., 1967). Weiss et al., (1967) also developed normative measures of job satisfaction based on 

the overall, intrinsic and extrinsic measures of the MSQ. 

 

The organisation 

 

The MNHC is a world leader in the lodging and food service sector.  It has over 154,000 

employees, and had an annual turnover in excess of US $4 billion in 2002.  By virtue of its size 

and dominance in the market, it is often viewed as being at the forefront of developing and 

adopting new systems and processes.  The company’s strong corporate culture, with its historical 

foundations and its ‘family run’ feel, make it an interesting case to study.  Its presence in 51 

countries, and continued expectation of growth, make it of interest to cultural anthropologists, 

HR practitioners and management theorists. 

 The company operates across a range of national cultures, while attempting to maintain a 

strong and standardised corporate culture.  In such a diverse setting, the company presents an 

interesting case of MNC practices.  In addition, the company uses tools intended to ensure that 

the corporate culture remains consistent, adopting a ‘one size fits all’ ethnocentric approach to 

management.  The hotels explored in this study are similar through strict compliance with 

standardised operating procedures, including human resource management practices and 

employee job descriptions. 

 

Research design and data collection instrument 

 

Data collection 

 

Data were collected using a company generated questionnaire that was circulated to the MNHC’s 

154, 000 employees as part of an annual employee survey.  Completion of the questionnaire was 

voluntary and anonymous, resulting in 61, 116 completed questionnaires, a response rate of 

39.6%.  

Questions captured data relating to occupation, gender and length of service together with a 

series of 58 questions designed to tap employee attitudes about a range of issues including role 

congruence and communication, leadership, commitment and job satisfaction.  Each of the 58 

questions invited participants to indicate their response on a five-point interval scale anchored at 

1 = strongly agree to 5 = strongly disagree. Responses were reversed during the data coding 
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process in order to facilitate comparison with established measures of organisational commitment 

and job satisfaction. 

 

Developing an adapted measure of organisational commitment 

 

Questionnaire items designed to measure organisational commitment closely matched the items 

of the original OCQ (Mowday, et al., 1979; Porter, et al., 1974) and were considered to be 

proxies for the original items. Only complete responses were considered, missing values being 

excluded, resulting in 32,631 responses for the OCQ.  

 Factor analysis of the 32, 631 complete responses was conducted to ascertain the similarity of 

the adapted OCQ measures with the original OCQ.  Results of the rotated factor matrix showed a 

similar factor structure to the original OCQ, and are reported at Table 1 below.   

 Despite claims that the OCQ was homogeneous (Mowday, et al., 1979; Porter, et al., 1974) the 

current analysis identified two factors with eigenvalues greater than unity, namely 7.61 and 1.23.  

Together the two factors accounted for 59.01% of the variance. Reliability testing of the 15 items 

of the adapted OCQ, utilising Cronbach’s alpha (Cronbach, 1951), showed a reliability 

coefficient of .926.  This was higher than the .90 originally reported for the OCQ (Porter, et al., 

1974) and .92 reported in a study of bus industry employees in Australia (Fisher, 1990). 

 

Table 1: Rotated Factor Matrix of adapted OCQ  

 

 

OCQ 

Item No. 

 

Current Study 

 

Factor 1 Factor 2 

1 .691 .311 

2 .694 .187 

3 .724 .291 

4 .593 .080 

5 .722 .289 

6 .678 .199 

7 .584 .305 

8 .710 .290 

9 .289 .785 

10 .325 .872 

11 .656 .249 

12 .676 .386 

13 .722 .415 

14 .703 .195 

15 .207 .858 

 

 

In previous research undertaken by Penley and Gould (1988) and Fisher (1990) two factors 

were also identified.  Penley and Gould (1988) suggested that the two factors represented value 

or affective commitment and commitment to stay. Following factor analysis two sub-scales were 

developed, in addition to the adapted OCQ, to represent the constructs VALUE and STAY.  
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Reliability testing of the sub-scales was conducted using Cronbach’s alpha, resulting in 

coefficients of .917 and .868 respectively.  Descriptive statistics for the OCQ, VALUE, and STAY 

constructs are reported in Table 2 below. 

 

Table 2: Descriptive Statistics for OCQ, VALUE and STAY 

 

Construct N Mean S/D 

OCQ 32631 3.941 .7795 

VALUE 46496 3.944 .7573 

STAY 39088 3.783 1.2269 

 

Developing an adapted measure of job satisfaction 

 

Questionnaire items designed to measure job satisfaction closely matched the items of the 

original 20 question short-form of the MSQ (Weiss, et al., 1967) and were considered to be 

proxies for the original items. Only complete responses were considered, missing values being 

excluded, resulting in 19,097 responses for the MSQ.  

Factor analysis of the 19,097 complete responses was conducted to ascertain the factor 

structure of the adapted MSQ and alignment with the intrinsic and extrinsic constructs.  Analysis 

identified two factors with eigenvalues greater than unity, namely 10.54 and 1.19.  Together the 

two factors accounted for 58.67% of the variance. Results of the rotated factor matrix showed a 

similar factor structure as the original MSQ.  Reliability testing for the 20 items of the adapted 

overall measure of the MSQ, utilising Cronbach’s alpha (Cronbach, 1951), showed reliability of 

.950.  This exceeded the reliability coefficient of .88 originally reported for the MSQ.    

The second factor was predominantly identified with the EXTRINSIC construct while the 

adapted MSQ overall measure and the INTRINSIC construct were both contained within the first 

factor.  This was not surprising given the common affective elements of the MSQ and INTRINSIC 

constructs.  

Sub-scales for the INTRINSIC and EXTRINSIC constructs were constructed.  Reliability testing 

for each sub-scale was conducted utilising Cronbach’s alpha (Cronbach, 1951).  Reliability was 

.905 and .907 respectively.  Descriptive statistics for the MSQ, INTRINSIC, and EXTRINSIC 

constructs are reported in Table 3 below. Results of the rotated factor matrix are reported at Table 

4, below.   

 

Table 3: Descriptive Statistics for MSQ, INTRINSIC, and EXTRINSIC 

 

Construct N Mean S/D 

MSQ 19097 3.862 .7356 

INTRINSIC 45980 3.995 .7164 

EXTRINSIC 21650 3.652 .8935 
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Table 4: Rotated Factor Matrix of adapted MSQ 

 

 

MSQ 

Item No. 

 

Current Study 

 

Factor 1 Factor 2 

1 .631 .239 

2 .518 .246 

3 .705 .263 

4 .776 .172 

5 .275 .839 

6 .293 .848 

7 .741 .195 

8 .538 .401 

9 .673 .217 

10 .650 .376 

11 .535 .383 

12 .699 .535 

13 .741 .308 

14 .682 .616 

15 .615 .302 

16 .691 .320 

17 .647 .370 

18 .639 .319 

19 .278 .815 

20 .636 .337 

  

Organisational commitment and job satisfaction in Mexico and China 

 

Following the establishment of effective measures of organisational commitment and job 

satisfaction for the MNHC, the financial performance of hotels operated by the MNHC was 

considered.  Annual percentage of house profits (PROFIT) and guest satisfaction (GUESTSAT) 

were considered to be suitable measures of business performance.  Mexico and China were 

representative of national hotel groups at each end of the business performance spectrum. The 

financial results for hotels in Mexico and China are shown at Table 5, below. 

 

Table 5: Comparison of financial results of MNHC hotels in Mexico and China 

 

 

Country 

 

N 

PROFIT GUESTSAT  

Low High Mean SD Low High Mean SD 

Mexico 4 47 51 48.5 1.73 78 92 87.0 6.63 

China 9 8 26 13.5 7.75 66 92 79.1 9.30 

 

 The results showed that hotels in Mexico outperformed those in China substantially, in terms 

of annual percentage house profit.  All four hotels in Mexico achieved around 50% profit, with 
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results tending to be clustered close to the mean.  In comparison, the mean level of house profits 

of the nine hotels in China was only 13.5%, with the poorest performing hotel achieving only 8% 

house profit. Percentage house profits for individual hotels in China were also more dispersed in 

relation to the mean. 

 Measures of overall guest satisfaction were derived from guest satisfaction surveys presented 

to guests by the organisation.  A relationship between employee satisfaction and guest 

satisfaction was suggested in previous research (Spinelli and Canavos, 2000).  Surveys followed 

a standard format and overall guest satisfaction is reported as a percentage.  Overall guest 

satisfaction showed higher levels of guest satisfaction with hotels in Mexico.  Although the 

differences in guest satisfaction between China and Mexico were not as great as for annual 

percentage house profit, hotels in Mexico achieved higher levels of guest satisfaction.  Results for 

hotels in Mexico were also less dispersed than those for hotels in China. 

 In summary, two objective measures of business performance rated hotels in Mexico higher 

than those in China.  Employee survey data from Mexico and China were now compared using 

the adapted measures of organisational commitment and job satisfaction discussed above. 

 One important characteristic of the countries in this study is that they are both collectivist 

societies (Francesco and Chen, 2004; Hofstede, 1980), features of which are tendencies towards 

organisational emotional dependence, moral involvement and the need to belong (Hofstede, 

1980). Moral involvement was characterised by Etzioni  (1961) as acceptance of and 

identification with organisational goals. In subsequent research (Fisher, 1990; Penley and Gould, 

1988) moral involvement and affective commitment were correlated to such a high degree that 

they effectively measure the same phenomenon.  Therefore, commitment as measured by the 

OCQ and VALUE constructs, together with job satisfaction measured by the predominantly 

affective INTRINSIC construct should be high for both Mexico and China. 

Mexico and China are also culturally similar on other dimensions of national culture (Hofstede, 

1980) except in relation to uncertainty avoidance, the degree to which persons like or dislike 

uncertain or unstructured situations.   Another similarity between Mexico and China was the 

tenure of employees.  In Mexico employment is strictly regulated, making termination of 

employment difficult, while in China there is an expectation of lifelong employment (Pelled and 

Xin, 1997). Workers in Mexico are reported as tending to display a poor attitude to work due to a 

highly regulated employment market (Pelled and Xin, 1997: 185). 

Given the cultural similarities and longevity of employment of workers employed by the same 

company, engaged in very similar work, one might expect that employees would display similar 

levels of commitment as measured by the OCQ, VALUE and STAY constructs determined above. 

Measures of job satisfaction as measured by the MSQ, INTRINSIC and EXTRINSIC constructs 

determined above would also be expected to be similar between groups. 

 Data were collected from 11,502 employees in total from both countries using the same 

questionnaire used to determine the adapted OCQ and MSQ scales previously discussed. Only 

complete responses were considered, missing values being excluded, resulting in 5,581 responses 

for the adapted OCQ and 2,830 for the adapted MSQ. 

 

Analysis of data for Mexican and Chinese hotel workers 

 

Descriptive statistics and comparison of means 

 

The mean and standard deviations for respondents’ choices in respect of the commitment and job 

satisfaction constructs were calculated for each country, together with an independent T-Test that 
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compared the means across all constructs for employees in Mexico and China. Cohen’s measure 

of effect size, Cohen’s d (Cohen, 1988), was calculated for each construct. Cohen deemed an 

effect size greater than 0.8 to be large.  Results are shown at Table 6, below. 

 

Table 6: T-test of the organisational commitment and job satisfaction  

of hotel workers in Mexico and China 

 

Construct Country N Mean S/D t df Cohen’s d 

OCQ China  3485 3.534 .8023 39.05 5405 1.079 

Mexico 2096 4.317 .5770    

VALUE China  5666 3.514 .7600 50.21 7758 1.134 

Mexico 2994 4.333 .5609    

STAY China  4229 3.375 1.2882 25.60 5877 0.656 

Mexico 2373 4.162 1.0197    

MSQ China  1660 3.580 .6612 20.34 2629 0.302 

Mexico 1170 4.079 .6122    

MSQINTRINSIC China  5469 3.610 .7059 45.69 7168 1.034 

Mexico 2963 4.300 .5763    

MSQEXTRINSIC China  1880 3.355 .8198 14.96 3212 0.536 

Mexico 1334 3.795 .8218    

Significance of all constructs: p <.001 

 

 While all constructs showed a significant difference between workers in Mexico and China the 

results of the T-test for the OCQ, VALUE and INTRINSIC showed large differences, as measured 

by Cohen’s (1988) measure of effect size.  To find such significant differences was surprising.  

Little difference in affective commitment, as measured by the VALUE construct commitment, 

had been expected given the tendency of collectivist countries towards high moral involvement.  

Also, lower levels of satisfaction with the job content of Chinese workers were not expected, 

given the affective underpinnings of the MSQINTRINSIC construct.  

 The differences in the mean scores for each construct are also important.  On the face of it they 

are less than one scale point, however, a difference of 0.8 is quite large for two reasons.  Firstly, 

the similarities in national cultures, particularly collectivism, should mean that each country rates 

highly on items that are important to collectivist societies, for example the VALUE construct that 

is a surrogate for moral involvement. Secondly, the ethnocentric, highly structured approach 

adopted by the MNHC should result in globally consistent outcomes.    

 

Correlation and regression analyses 

 

In a preliminary attempt to establish what relationships existed between the OCQ, MSQ and 

organisational performance, as measured by percentage profit (PROFIT) and guest satisfaction 

(GUESTSAT), correlation and regression analyses were carried out. The results of analyses are 

shown at Table 7, below. 

 Pearson correlations of the commitment and job satisfaction constructs OCQ and MSQ with the 

performance measures PROFIT and GUESTSAT showed significant (p <.001) results, with 

coefficients for the correlation between the constructs and PROFIT indicating moderate 
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correlation. Correlations between the constructs and GUESTSAT, although significant, were 

weaker. 

 Multiple regression analysis of the variables was now conducted in order to gain insight into 

whether or not the constructs were predictors of percentage profit or guest satisfaction. Using 

PROFIT as dependent variable and OCQ and MSQ as independent variables, analysis showed 

that both OCQ (t = 15.07, p <.001) and MSQ (t = 4.89, p <.001) contributed significantly to the 

model. Using GUESTSAT as dependent variable and OCQ and MSQ as independent variables, 

analysis showed that only OCQ (t = 3.39, p = .001) contributed significantly to the model. 

 The regression model in respect of PROFIT as dependent variable and the two constructs 

showed multiple R to be significant F(2, 2007) = 380.18, p <.001), while R
2 
indicated that a 

reasonable amount (28%) of the variation in percentage profit was explained by the model. The 

regression model in respect of GUESTSAT and the two constructs showed multiple R to be 

significant F(2, 2007) = 57.30, p <.001), while R
2 

indicated that only a small amount (5%) of the 

variation in GUESTSAT was explained by the model. 

  

Table 7: Correlation matrix and multiple regression analysis with performance measures 

 

 

Construct 

 

PROFIT 

 

GUESTSAT 

MSQ  .44
a
 .22

a
 

OCQ .52
a
 .23

a
 

Regression 

 

  

Multiple R .52
a
 .23

a
 

R
2
        .28        .05 

 

                                        
a
  =   p <.001  

 

Discussion 

 

Hotel workers in Mexico and China, employed by the same hotel chain that used a universal 

approach to management, displayed surprisingly large differences in the measures of 

organisational commitment.  The measures of job satisfaction also showed a significant 

difference between employee satisfaction in Mexico and China. Both results were unexpected, 

given the similarities between the two national groups as indicated by the Hofstede’s (1980; 

1994) research into cultural dimensions.  What is of particular interest in that differences are 

larger for the affective measures of commitment and for intrinsic job satisfaction.  Firstly, from 

the research Chinese employees are less likely to associate with the values of the organisation.  

Secondly, Chinese employees experience lower satisfaction with the job itself, that is its content 

rather than the surroundings or context in which it is carried out. These findings have important 

implications for MNHC management in the areas of recruitment, selection, performance 

management and training in Chinese hotels, and possibly other national hotel groups where 

organisational performance is sub-optimal. 

 Security of employment was another factor enjoyed by both groups, albeit for different 

reasons, which might have militated against such large variations in commitment and job 

satisfaction. Large variations in annual house profits were also evident.  In Mexico, profitability 



12 

was high both individually and collectively across all hotels operated by the organisation. In 

China, profitability was much lower with individual results spread across a much larger range.  

 The research has established that for the same organisation, higher levels of organisational 

commitment, job satisfaction and profitability exist at hotels in Mexico in comparison to hotels in 

China. Similarities in national culture and job tenure between the two countries have also been 

suggested.  

Regression analysis shows that commitment is a stronger predictor of percentage profit than is 

job satisfaction, although both are significant, with the model accounting for 28% of the variation 

in percentage profit. Commitment was also shown to be a significant, though weak, predictor of 

guest satisfaction, with the model accounted for only 5% of the variation in guest satisfaction. 

Surprisingly, and contrary to the findings of Bitner (1990) and Spinelli and Canavos (2000), job 

satisfaction was not a significant predictor of guest satisfaction. Commitment, although 

significant, made only a small contribution as a predictor of guest satisfaction. 

 Opportunities for further research are threefold.  Firstly, the commitment-job satisfaction-

profitability links should be investigated further with a view to establishing causal relationships, 

possibly through the development of a path analytic model.  Secondly, a wider study of the 

commitment and job satisfaction of workers in hotels operated by the organisation in other 

countries should be undertaken with the purpose of confirming the findings of this study. Finally, 

this research also suggests that further investigations are necessary to determine which elements 

relating to job content constitute the major issue or issues for workers in hotels in China, and 

whether this is an isolated instance or a symptom of a wider problem for the MNHC. 

 

Conclusion 

 

The adapted OCQ and MSQ, together with the sub-scales VALUE, STAY, INTRINSIC and 

EXTRINSIC have been shown to be suitable measures of commitment and job satisfaction, each 

showing good reliability.  Confirmatory factor analysis also suggests that the measures generate 

similar results to previous research, and are similar to the original OCQ and MSQ.  

 The adapted measures were applied to data relating to hotels in Mexico and China. Levels of 

organisational commitment and job satisfaction between hotel workers in Mexico and China were 

shown to be significantly different.  This was surprising considering the cultural and work related 

similarities between the two groups.  Comparison of financial performance and guest satisfaction 

between the groups showed extremes of good and bad results aligned with significantly different 

levels of commitment and job satisfaction.  High levels of profitability and guest satisfaction in 

Mexico have been shown to exist alongside high levels of organisational commitment and job 

satisfaction. Juxtaposed are substantially lower levels of profitability, yet high levels of guest 

satisfaction, accompanied by significantly lower levels of commitment and job satisfaction in 

China.  

 The research has established that issues relating to value commitment and intrinsic job 

satisfaction are major points of difference for the MNHC’s operations in China. Also, that 

commitment in particular is an important construct in predicting financial performance, while job 

satisfaction plays a minor part. Commitment is a weak predictor of guest satisfaction, while job 

satisfaction is not significant as a predictor of guest satisfaction.  The research identifies 

opportunities for MNHC management in the areas of recruitment, selection, training and 

performance management in Chinese hotels.  It also provides a means of measuring the 

commitment and job satisfaction of other national hotel groups where organisational performance 

may be sub-optimal. 



13 

 

References 
 

Angle, H. and J. Perry (1981). 'An Empirical Assessment of Organizational Commitment and 

Organizational Effectiveness', Administrative Science Quarterly, 26, pp. 1-14. 

Barge, J. and D. Schleuter (1988). 'A Critical Evaluation of Organizational Commitment and 

Identification', Management Communication Quarterly, 2, pp. 116-133. 

Benkhoff, B. (1997). 'Ignoring Commitment Is Costly: New Approaches Establish the Missing 

Link between Commitment and Performance', Human Relations, 50, pp. 701-726. 

Bitner, M. (1990). 'Evaluating Service Encounters: The Effects of Physical Surroundings and 

Employee Responses', Journal of Marketing, 54, pp. 69-82. 

Cohen, J. (1988). Statistical Power Analysis for the Behavioural Sciences (2nd edn). Erlbaum, 

Hillsdale, NJ. 

Commeiras, N. and C. Fournier (2001). 'Critical Evaluation of Porter Et Al's Organizational 

Commitment Questionnaire: Implications for Researchers', The Journal of Personal 

Selling & Sales Management, 11, pp. 239-245. 

Cook, J. and T. Wall (1980). 'New Work Attitude Measures of Trust, Organizational 

Commitment and Personal Need Fulfillment', Journal of Occupational Psychology, 53, 

pp. 39-52. 

Cronbach, L. (1951). 'Coefficient Alpha and the Internal Structure of Tests', Psychometrika, 16, 

pp. 297-334. 

DeCotiis, T. A. and T. P. Summers (1987). 'A Path Analysis of a Model of the Antecedents and 

Consequences of Organizational Commitment', Human Relations, 40, pp. 445-470. 

Etzioni, A. (1961). A Comparative Analysis of Complex Organizations. Free Press, New York, 

NY. 

Fisher, R. J. (1990). Organisational Commitment as a Multi-Dimensional Construct: An 

Empirical Analysis of the Differences in Commitment between Workers in the Public and 

Private Sectors of the Bus Industry [unpublished master's thesis]. Department of 

Management, University of Wollongong, Australia,.  

Francesco, A. and Z. Chen (2004). 'Collectivism in Action', Group and Organization 

Management, 29, pp. 425-441. 

Hall, D. T. and B. Schneider (1972). 'Correlates of Organizational Identification as a Function of 

Career Pattern and Organizational Type', Administrative Science Quarterly, 17, pp. 340-

350. 

Hirschfeld, R. (2000). 'Does Revising the Intrinsic and Extrinsic Subscales of the Minnesota 

Satisfaction Questionnaire Short Form Make a Difference', Educational and 

Psychological Measurement, 60, pp. 255-270. 

Hofstede, G. (1980). 'Motivation, Leadership and Organization: Do American Theories Apply 

Abroad?' Organizational Dynamics, Summer, pp. 42-63. 

Hofstede, G. (1994). 'Management Scientists Are Human', Management Science, 40, pp. 4-13. 

Koch, J. and R. M. Steers (1978). 'Job Attachment, Satisfaction and Turnover among Public 

Sector Employees', Journal of Vocational Behavior, 12, pp. 119-128. 

Lawler, E. and L. W. Porter (1967). 'The Effect of Performance on Job Satisfaction', Industrial 

Relations, 7, pp. 20-28. 

Lovett, S., T. Coyle and R. Adams (2004). 'Job Satisfaction and Technology in Mexico', Journal 

of World Business, 39, pp. 217-232. 



14 

Luthans, F., H. McCaull and N. Dodd (1985). 'Organizational Commitment: A Comparison of 

American, Japanese and Korean Employees', Academy of Management Journal, 28, pp. 

213-219. 

Mathieu, J. E. and D. M. Zajac (1990). 'A Review and Meta-Analysis of the Antecedents, 

Correlates and Consequences of Organizational Commitment', Psychological Bulletin, 

108, pp. 171-194. 

Morris, J. H. and J. L. Koch (1979). 'Impacts of Role Perceptions, Organizational Commitment, 

Job Involvement and Psychosomatic Illness among Three Vocational Groupings', Journal 

of Vocational Behavior, 14, pp. 88-101. 

Morris, J. H. and J. D. Sherman (1981). 'Generalizability of an Organizational Commitment 

Model', Academy of Management Journal, 24, pp. 512-526. 

Mowday, R. T., R. M. Steers and L. W. Porter (1979). 'The Measurement of Organizational 

Commitment.' Journal of Vocational Behavior, 142, pp. 224-247. 

Pelled, L. and K. Xin (1997). 'Work Values and Their Human Resource Management 

Implications: A Theoretical Comparison of China, Mexico and the United States', Journal 

of Applied Management Studies, 6, pp. 185-198. 

Penley, L. E. and S. Gould (1988). 'Etzioni's Model of Organizational Involvement: A 

Perspective for Understanding Commitment to Organizations.' Journal of Organizational 

Behavior, 9, pp. 43-59. 

Porter, L. W., R. M. Steers, R. T. Mowday and P. V. Boulian (1974). 'Organizational 

Commitment, Job Satisfaction and Turnover among Psychiatric Technicians', Journal of 

Applied Psychology, 5, pp. 603-609. 

Rogers, J., K. Clow and T. Kash (1994). 'Increasing Job Satisfaction of Service Personnel', 

Journal of Services Marketing, 8, pp. 14-26. 

Spector, P. (1997). Job Satisfaction: Application, Assessment, Causes and Consequences. Sage, 

Thousand Oaks, CA. 

Spinelli, M. and G. Canavos (2000). 'Investigating the Relationship between Employee 

Satisfaction and Guest Satisfaction', Cornell Hotel and Restaurant Administration 

Quarterly, 41, pp. 29-33. 

Steers, R. M. (1977). 'Antecedents and Consequences of Organizational Commitment', 

Administrative Science Quarterly, 22, pp. 46-56. 

Weiss, D., R. Dawis, G. England and L. Lofquist (1967). Manual for the Minnesota Satisfaction 

Questionnaire. University of Minnesota, Industrial Relations Center, Minneapolis. 
  

 

 

 

 

 

 

 

 

View publication statsView publication stats

https://www.researchgate.net/publication/29462577

