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ABSTRACT 

To maintain a competitive edge in the tourism and hospitality industries, 

considerable emphasis has been placed on providing quality services for customers. 

While the work attitudes and behaviours of staff who deliver these services can 

influence the experiences of service by customers, little is known how internal and 

external aspects of the environment of an organisation with a controversial service 

affect the empowerment, work attitudes and well-being of its employees. The aim of the 

present program of research was to identify employees’ perceptions of the salient 

aspects of the internal and external environment of an organisation delivering a 

controversial service, gambling, and to examine the impact of these environmental 

aspects on the empowerment, commitment and well-being of its employees.  

Working in any service organisation can be demanding for employees, 

exacerbated when employees deliver a controversial service such as gambling, and 

work in close proximity to people who gamble. Research indicates that delivery of a 

gambling service differs from the delivery of other recreational pursuits due to the 

negative personal, social, and financial impacts of gambling on problem gamblers and 

others. These negative costs of gambling have generated long standing ethical or 

moral objections within the community, and, because of the range of community views 

about gambling, employees who deliver gambling services are likely to be confronted 

with opposing community views. By interacting with patrons, employees may also 

question their values and attitudes to gambling, and feel concerned about those 

patrons who they consider may have a problem with gambling. Organisational 

resources that facilitate the empowerment, work attitudes and well-being of employees 

may exist, however, and reduce the negative effects of any gambling-related influences 

on employees. 
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A mixed methods research design, consisting of two sequential 

phases, was used. The methods complemented each other, and minimised the 

disadvantages of using only one approach. A qualitative method was used in the first 

phase of the program to collect rich descriptions of the experiences of twenty staff 

working in seven Queensland clubs with gambling services in South East Queensland. 

The in-depth interviews helped to identify gambling-related challenges and climate-

based resources of the internal and external work environments of the service 

organisation. 

 The gambling-related challenges included community and media attitudes to 

gambling, peoples’ demands on clubs, and staff beliefs about patrons who gamble. The 

climate-based resources included the organisational welfare of employees, expressed 

as meeting employees’ needs for respect, developing supportive relationships with 

staff, encouraging open and clear communication, and the provision of social support. 

Organisational emphasis on quality service and meeting the needs of patrons also 

served as a climate-based resource for employees. The qualitative process additionally 

examined the impact of these factors on the empowerment, commitment and well-

being of the employees, allowing the development of a conceptual model of the 

environmental factors of a gambling industry predicting employees’ empowerment, 

commitment, and well-being. 

In the second phase of the research program, the conceptual model was tested 

using a cross-sectional survey. A complex, stratified, random sampling technique 

allowed access to a sample of clubs and participants that best represented registered 

and licensed clubs in Queensland. A self-administered mail questionnaire was sent to 

468 employees over 41 Queensland clubs with 25 to 280 poker machines. After firstly 

establishing the soundness of the measurement properties of the model using 

confirmatory factor analysis, structural equation modelling was used to test the utility of 

the conceptual model developed in Study 1. 
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Overall, Study 2 supported several of the proposed links, suggesting 

that the conceptual model developed in Study 1 was useful for examining the salient 

aspects of the external and internal environments of a club that influence staff 

empowerment, commitment, and well-being. The study showed the role of climate-

based resources in a gambling industry by indicating that those employees who had 

positive perceptions about employee relations, positive beliefs about patron welfare, 

and felt supported by their supervisors, felt more empowered, and reported higher 

commitment and reduced emotional exhaustion. Employee relations was the most 

influential construct in predicting empowerment, and indirectly affected commitment 

and well-being (mediated by the empowerment dimensions). 

Study 2 also confirmed that gambling-based challenges of the external and 

internal environments impacted on the empowerment and well-being of employees. 

Those employees who believed that the community supported gambling reported an 

increased sense of influence over their work environment. The employees who held 

positive beliefs about patrons who gamble, reinforced gambling in clubs, and attributed 

the causes of problems in gambling onto sources outside themselves (mostly to the 

patrons), reported more positive well-being. Employees who perceived that people 

were demanding, and were not appreciative of what clubs did for the community 

reported reduced meaningfulness, a reduced sense of influence over their duties and 

work environment, and reduced well-being.  

Findings also illustrated the key role of influence, and, in particular, the 

meaningfulness dimension, in the empowerment, commitment, and well-being of 

employees in an industry delivering a gambling service.  

The findings of this research have implications for managerial interventions 

designed to promote the empowerment, commitment and well-being of employees who 

deliver a gambling service. By developing and strengthening the organisational 

resources that facilitate the empowerment, work attitudes and well-being of employees, 
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managers are also likely to reduce the negative effects of the demands and 

conflicting influences of the external and internal gambling-related challenges on 

employees. 

This research program is distinctive in that research has not previously 

examined the impact of internal and external challenges and resources of a gambling 

industry on the empowerment, work attitudes, and well-being of its employees. There 

has, also, been no prior research focused on the work attitudes of employees in the 

Queensland club industry. Future research needs to replicate the findings of the 

present research program. The challenges and resources that were found to affect 

employees in the club industry, however, may be organisation specific. There is, 

therefore, a need for further research that compares the impact of factors related to the 

delivery of a gambling service in the club industry with different gambling industries, 

such as the hotel and casino industries. To provide further insight into the effects of 

empowerment on employees' work outcomes, a performance measure, such as patron 

satisfaction could be included. 

Future studies could also examine group differences in perceptions of climate-

based and gambling-related influences on the empowerment, work attitudes and well-

being of employees, as a function of their occupational level. The interviews of the 

present research program implied that employees in different organisational positions 

might respond differently to both the external and internal environmental factors of the 

organisation. 
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CHAPTER 1 

AN OVERVIEW OF THE RESEARCH PROGRAM 

 

The present program of research explored the experiences of staff working in 

an organisation that provides gambling services. The overall goal was to identify, from 

the employees’ perspective, the salient aspects of the internal and external 

environment of an organisation where employees deliver a gambling service, and 

examine the impact of both the positive and negative aspects of the environment on 

their empowerment, commitment and well-being. 

With the ongoing search for a sustainable competitive advantage in service 

industries, considerable focus has been given to the provision of improved quality 

service (e.g., Lei & Greer, 2003). The provision of customer service, for example, has 

benefited from the identification and understanding of the multifaceted nature of a 

service (Berry, 1980; Schneider, 1990; Shostack, 1977). Intangibility, one facet of a 

service means that service outcomes are more in the form of experiences than material 

possessions (Shostack, 1977). Services also tend to be produced and consumed 

simultaneously, with customers actively participating in their production, as when, for 

instance, they use an automatic teller machine or a poker machine (Bowen & 

Schneider, 1988; Schneider, 1990).  

A consequence of this multifaceted nature of a service for the management of 

service organisations is that management lacks the ability to directly control the 

outcomes of service delivery. Instead it needs to rely on service delivery employees to 

deliver quality services. As service delivery occurs during the interaction between the 

service staff and the customers, the attitudes and behaviours of the staff delivering the 

service can significantly affect the experience of the service by customers (Chebat & 
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Kollias, 2000). Because employees work in close proximity with patrons and 

interact with patrons in the performance of their duties, what crossed the researcher’s 

mind during the early stages of this research program was the possible impact of the 

attitudes and behaviours of the patrons on the attitudes and well-being of the service 

employees. 

Staff, in the performance of their duties, in services such as medical (Burke, 

2001), police (Brown & Fielding, 1993) and corrective (Dollard, 1996; Karasek & 

Theorell, 1990), are exposed to a variety of different stressors in their work 

environment, including the people with whom they are required to interact. Both police 

and prison officers, for example, are required to work in close proximity to community 

members, including inmates, where they are exposed to ongoing risk of injury and 

harassment. Medical employees are exposed to distressed people, problem patients, 

and are required to handle patient complaints and expectations in the performance of 

their duties.  

Research has shown that work stressors negatively impact on the physical and 

mental well-being of employees in the performance of their duties. Gernstein, Topp and 

Correll (1987), for example, have claimed that staff relationships with prisoners are the 

best predictor of burnout among correctional staff. Burke (2001) linked work 

experiences such as handling complaints and problem patients with both stress and 

work satisfaction in physicians. While it is additionally acknowledged that certain 

sectors of the community hold some strong negative attitudes towards the police, and 

the police service (Criminal Justice Commission, 2000), little is known about how the 

police officers react to these community attitudes. A number of organisations that 

provide a controversial service by delivering abortions, pornography, gambling, or 

wood chipping, for example, also tend to generate strong reactions in the public 

(Davidson, 1996). Little is known, however, how factors external to the organisation 

and relating to the type of service offered impact on the well-being of employees.  
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A controversial service was selected for examination in the present 

research program. One controversial service attracting huge prosperity in recent times 

has been gambling. It is considered controversial in that it creates strong conflicting 

responses from the community. On the one hand, many people regard gambling as a 

recreational leisure pursuit. On the other hand, certain groups in our society, including 

church and welfare groups, create organised opposition to it (Eadington, 1996). These 

groups believe gambling to be inappropriate and unacceptable, and seek to ban or limit 

its growth (Davidson, 1996). A gambling service, therefore, has similar economic and 

social characteristics to other controversial services, in that there is a strong demand 

for its consumption, and an acknowledgment that it needs to be constrained to some 

extent to control the negative social consequences. There is also a history of changing 

social and legal tolerance and acceptance (Davidson, 1996; Eadington, 1996).  

Gambling, regardless of its controversial nature, is a pervasive human activity. 

Varying types of gambling can be found in most of the world's traditional and modern 

cultures, and date back centuries in human history. In western society, gambling is 

usually considered a leisure pursuit, and is defined in terms of financial transactions – 

“the staking of money, or an item of economic value, on the uncertain outcome of a 

future event” (McMillen, 1996). The feature that distinguishes gambling, however, and 

separates it from other speculative areas of commodity and financial markets, is that 

gamblers are destined to lose over time. 

In spite of the fact that the odds do not statistically favour the player, people, 

nevertheless, continue to gamble, apparently for the enjoyment they get from playing 

and for the risks and thrills involved (Lowenhar & Boykin, 1996; McMillen, 1996). 

Wykes (1964) maintained, however, that people really play to win, and to experience 

the dream of wealth that their ordinary circumstances currently deny them any hope of 

attaining (Caldwell, Haig, Dickerson, & Sylvan, 1985). Researchers (Lowenhar & 
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Boykin, 1996; McMillen, 1996) have therefore claimed that gambling is an 

integral part of working-class culture that seeks to overcome its lack of success and 

security.  

A search of the literature showed that considerable research has been 

conducted into many aspects of gambling (Healey, 1997; McMillen, 1996). The 

economic and social impacts, for example, have been examined (Collins & Lapsley, 

2003; Walker & Barnett, 1999; Walker, 1998) as well as the psychology of gambling, 

with particular focus on issues related to problem gambling (Abbott & Volberg, 1996; 

Blaszczynski & Steel, 1998; Dickerson, Baron, Hong, & Cottrell, 1996; Walker & 

Dickerson, 1996). The results of gambling research provide ample evidence of the 

negative personal, social, and financial impacts on problem gamblers and others, that 

separates gambling from other recreational pursuits. The negative findings also help to 

understand the ongoing ethical or moral objections from aspects of the community to 

endeavours considered the quest for 'easy money' (Walker, 1998). Because of the 

range of negative impacts and costs associated with problem gamblers, the 

Productivity Commission (1999) has documented that gambling be defined as a public 

health issue. Interestingly, more than 70% of Australians, including a large proportion 

of people who gamble regularly, believe gambling does more harm than good 

(Productivity Commission). 

Research, however, has not focused on the experiences of employees working 

in a gambling industry. In particular, research has not examined both the challenges 

and resources of the internal and external environment of an organisation providing a 

gambling service, that may impact on work attitudes and the well-being of employees. 

The current program of research redressed the lack of knowledge by exploring the 

perceptions of employees of a gambling industry. This served to identify the salient 

positive and negative elements of the internal and external environments of their 

organisation that impact on their empowerment, commitment and well-being. The 
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industry that I selected for the present study, that provides the controversial 

gambling service, was the club industry. 

The club industry was established by people with common interests for the 

pursuit of those interests. Clubs cover a large variety of interests, including sport, 

workers, cultural, ethnic, religious, RSL (Returned Services League), community and 

social. In 1997-1998, there were about 5600 registered and licensed clubs in Australia 

with Queensland accounting for 615 (Productivity Commission, 1999). There are now 

over 1000 registered and licensed clubs in Queensland. Of these, over 85% of clubs 

are members of Clubs Queensland, the industry association and union of employers 

which promotes the interests of the club industry to Government and other authorities 

and stakeholders (Clubs Queensland, personal correspondence, 10 May, 2002). 

Because of the support provided by the executive of Clubs Queensland for this 

research program, only clubs registered with Club Queensland have been included in 

the research program. 

Many Queensland clubs have a range of gambling activities, such as the TAB, 

Bingo, Keno and raffles. The commencement of rapid growth in club facilities and 

expansion in club services, however, appears to have coincided with the introduction of 

poker machines in 1992, and in a number of the larger clubs, an increased 

concentration on gambling as the main business. While clubs vary in the number of 

poker machines installed, the larger clubs may have up to 280 machines. This has 

skewed the traditional nature of clubs (Clubs Queensland, personal correspondence, 

10 May, 2002). For further information about Queensland clubs, see Appendix E. 

Because of the controversial nature of gambling, employees may be required to 

work in a stressful work environment that has a negative impact on their work attitudes 

and well-being. I considered staff might be required to cope with having to handle 

difficult and demanding situations related to working in close proximity with patrons 
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who gamble. It was also possible, that this negative impact on employees may 

be exacerbated by negative community attitudes towards gambling, and the media 

coverage of gambling, over which the employees have no control. Since the latter part 

of the1990’s, the media has targeted gambling, poker machines in particular, 

highlighting the social, personal, and financial costs not only for people experiencing 

problems in gambling, but also for family members, friends, employers, and other 

members of the community (e.g., Dickerson et al., 1996; Walker, 1998; Walker & 

Dickerson, 1996, Hing, 2002). 

Of interest to me in the early stages of the research project was how employees 

react to elements related to the delivery of a gambling service. Like employees in any 

service industry, however, employees working in a gambling environment are required 

to perform specific duties, and provide excellent customer service, regardless of how 

they feel, and in spite of the fact that patrons may be distressed, or exhibit demanding, 

or rude behaviour towards them. Situations that are adverse or threatening have been 

shown to have asymmetrical effects compared to positive events, and produce stronger 

subjective feelings of affect (Taylor, 1991). Such situations also elicit more 

physiological, affective, cognitive, and behavioural activity involving more complex 

cognitive analysis than neutral or positive events. Taylor also maintained that negative 

events, particularly unresolved ones, appear to be foremost in one's consciousness. 

From the literature on burnout, and informal conversations with a number of friends 

who had worked in casinos, I became interested in the notion of detachment, or 

depersonalising, as a form of employee coping with demanding, and often, 

uncontrollable situations in the internal and external environments of a gambling 

industry.  

Emotional detachment is often functional in certain work environments in the 

short run, because it allows the employee to focus on the job and to remain in the 

stressful environment (Golembiewski, 1989; Golembiewski & Munzenrider, 1984b, 
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1988; Lazarus, 1999; Weiss & Cropanzano, 1996). If the emotionally 

demanding situation persists, however, detachment leads to further withdrawal, and 

drains one’s resources, leading to depersonalisation, or dehumanisation (where people 

with whom they interact are seen as objects, {e.g., ‘suckers’, ‘idiots’, ‘losers’}). This 

state eventually results in emotional exhaustion and perceived diminished performance 

(Golembiewski & Munzenrider, 1984a, 1988). While emotional exhaustion is 

considered a gradual wearing away of emotional resources, Schaufeli, Keijsers and 

Miranda  (1995) maintained that depersonalisation is an obvious response to the 

working environment, rather than a way of coping with emotional exhaustion, as argued 

by Maslach (1998).  

 This thesis, however, is not about staff depersonalising to manage the negative 

aspects of working in a gambling environment, because early in the research project a 

number of in-depth interviews were conducted with staff members from several 

Queensland clubs. To my surprise, there was no evidence from the interviews to 

suggest the staff were depersonalising. Indeed, the opposite seemed to be the case, 

and there was ample evidence of a supportive club management focused on caring for 

employees and patrons, and seemingly dedicated to the welfare of the local 

community. There was ample evidence, also, of employees who loved to go to work, 

who found it exciting, who felt they were appreciated, who befriended patrons, and of 

club managers who found performing their duties their passion.  

What this meant for me was that I needed to discard preconceptions about how 

I thought staff may cope with aspects of the gambling service in the club industry, and 

evolve a grounded theory and conceptual model based on their real life work 

experiences. This additionally meant drawing upon new areas of the literature to help 

me understand and explain the experiences of staff who worked in a gambling 

environment.  
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Feeling a little apprehensive, but driven by curiosity at this stage, I was 

led to the consistent finding in the literature that climates of organisations affect 

employees and provide a framework through which sense is made of their 

organisational life (Fisher, Semko, & Wade, 1995). Research also showed that a 

particular environment, as described by its climate, is of benefit, or otherwise, to the 

people exposed to it (James & James, 1989). Employees are not passive recipients of 

their work environments. Instead, their active perceptions of their workplace have a 

powerful influence in shaping their work-related attitudes and beliefs, with their 

resultant behaviours considered a function of their perceptions of the organisational 

climate (Schneider, 2000). Climate is considered, therefore, the subjective world of the 

organisation, where employees base their interpretations of a situation on their 

perceptions, rather than on some objective reality.  

Understanding the ability of climate to explain the attitudes and behaviour of 

employees (Davidson, 2000; James & Jones, 1974; Spreitzer, 1996) raised a question 

for me of the impact of organisational climate on attitudes and well-being of employees 

working in a gambling environment in the club industry. Climate research has not 

examined the aspects of the internal and external environment of an organisation that 

may impact on employees’ attitudes and well-being because of the type of service 

provided. 

 From the literature about the climate of organisations, I noticed, however, that 

Schneider (1975) alleged that organisations have many climates, and it is not possible 

to focus on all of these at the same time. He maintained, that to be effective and 

meaningful, organisational climate needs both a clear and specific focus, and to refer 

only to an area of research interest, and not to a general construct with a questionable 

number of dimensions (Schneider, Parkington, & Buxton, 1980; Schneider & Reichers, 

1983). Schneider (and his colleagues) were insistent that climate research needs to be 
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“a climate for something” (Schneider, 1990; Schneider, Bowen, Ehrhart, & 

Holcombe, 2000, p. 26).  

A climate for service, for example, is about a special type of organisational 

climate (Schneider, Bowen et al., 2000). It refers to the sense that staff, and those who 

associate with a service industry (e.g., patrons), have with regard to the service quality 

emphasis of that service industry. The climate for service created by an organisation 

for its employees is related to their attitudes and behaviour, which, in turn, impact on 

the climate for service experienced by customers (Schneider, 1973; Schneider, 

Ashworth, Higgs, & Carr, 1996; Schneider & Bowen, 1985; Schneider, White, & Paul, 

1998).  

Schneider (1990) stressed that management practices that exist in a workplace 

also need to include a foundation climate for employees to enable them to deliver 

quality services to consumers. When employees encounter organisational practices 

that foster more positive experiences for them, they create, because of their more 

positive behaviours, a more positive experience for customers. This means that behind 

a service climate, it is important to develop another climate for the welfare of 

employees, where the conditions that promote a service climate may exist (Schneider 

& Bowen, 1993). The foundation issues for the well-being of employees refer to 

contextual factors that sustain the attitudes and behaviour of employees. A climate for 

service thus rests on the provision of fundamental organisational support for 

employees in the way of resources, managerial practices, and supportive supervision 

that assist them to perform their duties effectively (Schneider et al., 1998).  

Research (e.g., Corsun & Enz, 1999; Eisenberger, Huntington, Hutchison, & 

Sowa, 1986) has shown that the resources provided by an organisation for the welfare 

of its employees make them feel valued and respected by the employing organisation. 

The attitudes and work behaviours of service employees, for example, are enhanced 
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when their work environment is perceived positively because of supportive 

and respectful relationships with the management, supervisors, and colleagues 

(Corsun & Enz, 1999; Keller & Dansereau, 1995; Parker & Price, 1994). Employees, as 

a result of feeling valued, are more likely to feel committed, and sufficiently empowered 

to deliver quality services, and in a better position to consider the needs and welfare of 

patrons (Schneider, 1990). Organisations, therefore, also realise benefits from the 

enhanced positive attitudes and behaviours of employees through increased 

organisational effectiveness and productivity (Eisenberger, Fasolo, & Davis LaMastro, 

1990; O'Driscoll & Randall, 1999) without experiencing an increase in labour costs 

(Kaufman, Stamper, & Tesluk, 2001). 

Research has thus examined how the internal environment of an organisation 

impacts on employees, through climate, for example, although not specific to the type 

of service provided, such as a gambling service. The present research program aimed 

to identify the organisational resources constituting a climate for employee welfare in a 

gambling industry, and to examine the impact of these climate-based resources on 

employees’ work attitudes and well-being. 

Corsun and Enz (1999) commented that work consequences for both the 

employees and the organisation can be very unpleasant when service employees, 

many of whom are receiving a relatively low income, are devalued and considered as 

financial expenditures. While employees may submit to authority, the outcomes for 

them are “feelings of dependence and helplessness that make it difficult for them to 

provide an extraordinary response to customer needs.” (p. 206). Corsun and Enz 

added that “if disconnection from others leads to loneliness, helplessness, and 

depression, it is plausible to consider that supportive, connecting relationships can lead 

to psychological empowerment.” (p. 206-207).  
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The present program of research also draws on the empowerment 

literature to help support the evolving theory and development of a conceptual model 

based on the experiences of staff who provide a gambling service in the club industry. 

While empowerment is a complex concept and has been defined in a variety of ways, 

in the present program it is defined in cognitive terms, as a multi-dimensional 

motivational state within employees, shaped by their internal processing and active 

perceptions of their work environment (Quinn & Spreitzer, 1997). Thomas and 

Velthouse (1990) claimed that the word empowerment provides a label for a 

nontraditional paradigm of motivation. 

Although employee empowerment is a popular, and promising concept to 

enhance employee work outcomes and organisational effectiveness, it is still in its early 

stages of development, and minimal research has identified what predicts it (Sparrowe, 

1994). No known research has examined the influence on employees’ empowerment of 

potential negative factors, both in the immediate work environment, and external to the 

organisation. The present studies examined both the resources and challenges in the 

internal and external environment of a gambling industry that influence the dimensions 

of employees’ empowerment. Similarly, as the research assessing how empowerment 

affects employee work outcomes is limited, the present research program examined 

how the dimensions of empowerment influence employee commitment and well-being. 

In summary, with the ongoing search to gain competitive advantage in service 

industries, research has focused on the provision of improved quality customer service. 

Although there is acknowledgment that the attitudes and behaviours of staff delivering 

a service can impact on the experience of the service by customers, research, 

however, has not examined the impact on employees’ attitudes and well-being of the 

type of service delivered, where the service is a controversial one, such as gambling.  
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While considerable research has been conducted into many aspects 

of gambling, mostly involving the gamblers, research has not identified the potential 

negative and positive factors in the internal and external environment of an 

organisation, such as community and media attitudes, and patron behaviours, that may 

impact on the empowerment, commitment and well-being of employees who deliver a 

gambling service.  

A key focus in the present research program, therefore, was to identify, on the 

one hand, the potential negative factors in the internal and external work environment, 

specific to a gambling industry. It was of equal interest, on the other hand, to identify 

the potential positive organisational factors or resources that contribute to a climate for 

employee welfare, and to examine the influence of these potential positive and 

negative factors on employee empowerment, commitment and well-being. The 

following research question was thus developed for the present program of research.  

Research question 

What are the salient aspects of the internal and external environments of 

an organisation where employees deliver a gambling service, and how do these 

environmental elements  impact on employees’ empowerment, commitment, and 

well-being. 

Research methodology 

The present research program used a sequential, two phase, exploratory mixed 

methods design to address the objectives of the research program (Creswell, Clark, 

Gutmann, & Hanson, 2003; Tashakkori & Teddlie, 2003b). In the first exploratory phase 

of the program, the researcher collected rich descriptions of the experiences of a small 

sample of staff. This process, undertaken in December, 2000, helped to identify the 

salient factors of the external and internal work environments of employees working in 

a gambling environment, and ascertain the impact on their empowerment, commitment, 
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and well-being, thus allowing the development of a substantive theory and 

conceptual model.  

Phase 2, four months later, contributed to the research program by testing the 

conceptual model using a larger and random sample of clubs and staff throughout 

Queensland. Taking a quantitative approach to the second phase of the research 

program provided the opportunity to address the research goals through the creation of 

concrete numerical description of staff perceptions on a number of constructs, and 

allowing the relationships between these constructs to be examined (Neuman, 2003). 

Outline of the thesis 

The thesis is structured into 8 chapters. The present chapter has provided an 

overview of the research program, and outlined the research question. It briefly 

explained the research design, and outlined the chapter contents.  

Chapters 2, 3 and 4 provide a detailed literature review of each of the three key 

aspects of the research program. The literature review of Chapter 2 describes 

employees’ experiences of empowerment, including the recent historical development 

of the concept of empowerment, its conceptualisation, structure, antecedents, work 

outcomes and benefits for a service industry.  

Chapter 3 introduces a controversial service. A brief historical background of 

gambling, the controversial service selected for examination in the present research 

program, is included. The chapter provides a discussion of the possible elements of the 

external and internal environment of an organisation providing a gambling service that 

may influence the empowerment, commitment and well-being of its employees. 

Possible staff responses to these different sources of environmental stressors are 

explored.  
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In Chapter 4, literature is introduced to show a number of 

organisational level resources that contribute to the welfare of the employees, patrons 

and the local community, and positively influence employees’ responses to events, and 

may enhance their empowerment, commitment, and well-being in a gambling 

environment. 

Chapter 5 provides a discussion of the major methodological issues associated 

with the two studies of the present research program and presents the paradigmatic 

foundations that guided the use of each method used in the program. An overview of 

the research design is then provided, which includes a discussion of the 

appropriateness and adequacy of the methods used to investigate the objectives of the 

program. Each of the methods and techniques for data analysis for each study are then 

described and evaluated. The discussion concludes with an outline of the main ethical 

issues associated with the research program. 

Chapter 6 presents the results of Study 1 and provides a description of the 

salient aspects, both external and internal to a club, which shape the organisation. 

Included in this chapter is a discussion of the emerging theory and conceptual model 

that were developed to illustrate the pattern of relationships among the key 

environmental aspects and employees’ empowerment, commitment, and well-being.  

Chapter 7 presents the results of Study 2, which tested the conceptual model 

developed in Study 1, showing the relationships between the salient aspects of the 

external and internal work environments of employees working in a gambling 

environment, and employees’ empowerment, commitment, and well-being. 

Chapter 8 is a discussion of the results of both studies, including consideration 

of the key findings, strengths and limitations of the studies, and what implications the 

research has for the club industry and future research in this area. 



 15

 

CHAPTER 2 

THE EMPOWERMENT, COMMITMENT AND WELL-BEING OF EMPLOYEES 
WORKING IN A GAMBLING INDUSTRY 

The overall goal of the present program of research was to identify the salient 

aspects of the internal and external environments of an organisation where employees 

provide a gambling service, and examine the impact of these environmental aspects on 

their empowerment, commitment and well-being. The literature review that introduces 

these issues is divided into three chapters. Chapter 3 presents literature to introduce 

gambling-based challenges of the internal and external environments of a gambling 

industry that may Impact on employee empowerment, commitment and well-being. The 

literature presented in Chapter 4 examines the climate-based resources of the 

gambling industry that may support employees, and help to counteract any negative 

influences specific to this industry. As psychological empowerment is a key construct 

proposed in the present program to enhance the commitment and well-being of 

employees who work in a gambling industry, the present chapter reviews the literature 

on the empowerment of employees, and, in particular, those who work in a service 

organisation. 

Schneider, Brief and Guzzo (1996) have emphasised the importance of the 

well-being of employees who work in a service industry, because of the vital role 

played by employees in service delivery, and the influence their attitudes have on 

organisational outcomes such as on customer satisfaction and retention. To increase 

organisational effectiveness by enhancing employee attitudes, many organisations 

focus on the role of motivational management strategies and practices intended to 

create a sense of empowerment in employees (Conger & Kanungo, 1988; Fulford & 

Enz, 1995; Gomez & Rosen, 2001; Quinn & Spreitzer, 1997). 
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Empowerment, however, is a complex concept, and has been defined 

in a number of ways, meaning “different things to different people” (Quinn & Spreitzer, 

1997, p. 37). In the present program of research, empowerment is defined in cognitive 

terms as a multi-dimensional motivational state within employees shaped by their 

internal processing and active perceptions of their work environment. It is assumed that 

empowerment is not an enduring personality trait that can be generalised across 

situations, but is a set of cognitions shaped by a particular work environment (Fulford & 

Enz, 1995; Spreitzer, 1995, 1996; Thomas & Velthouse, 1990). While acknowledging 

the contribution of individual interpretations towards internal motivation, strong 

recognition is given, therefore, to the powerful influence of the work environment on the 

empowerment of employees. 

The present chapter discusses empowerment in terms of its conceptualisation, 

structure, antecedents, outcomes and benefits for a service industry. Empowerment, 

additionally, has tended to be used as a management practice. The chapter will also 

outline the difference between this use of empowerment, and psychological 

empowerment, where it is considered a motivational state experienced by staff. The 

chapter begins with an outline of the recent historical development of the construct. 

Evolution of psychological empowerment  

Although empowerment has been used in relation to powerlessness in minority 

groups (e.g., Randolph, 1995), it is a relatively new concept with regard to 

organisational effectiveness (Savery & Luks, 2001). Early use of the construct of 

empowerment tended to revolve around issues of power and control, where 

empowerment was considered a management technique used to motivate employees, 

by delegating or sharing power with them (e.g., Kanter, 1983). It was implied in this 

sharing of power that those staff members who were given power were more likely to 

achieve their desired outcomes (Conger & Kanungo, 1988).  
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Conger and Kanungo attempted to address what they considered the 

shortcomings of the previous focus of the construct on power and control, and 

delegation by critically analysing the nature and underlying processes of 

empowerment. Defining it in terms of motivational processes in workers, and extending 

the work of Bandura (1986) with self-efficacy, they considered empowerment to be an 

“enabling” process (p. 473). Thus, the belief that employees hold about the effective 

performance of their work tasks is enhanced through empowering work practices 

focused on strengthening feelings of self-efficacy in employees. Moreover, when 

employees are empowered, their personal efficacy expectations are strengthened, 

although their outcome expectations are not necessarily met. This means that even if 

employees do not reach the desired outcome, they may still feel empowered 

(competent, enabled), especially when their efforts are recognised by a supportive 

supervisor (Conger & Kanungo, 1988).  

In pioneering a new approach that acknowledges the key role of employee 

perceptions in empowerment, Thomas and Velthouse (1990) extended the work of 

Conger and Kanungo (1988) and their focus on management practices that enable 

employees by enhancing their self-efficacy. Thomas and Velthouse proposed a 

psychological model of empowerment that focused on the power of organisational 

practices to energise or internally motivate, rather than just enable staff members. 

These researchers argued that energising employees occurs because employees also 

actively perceive their environments and are influenced by their perceptions of reality, 

rather than objective reality (Bandura, 1989). Thomas and Velthouse thus considered 

empowerment to be an intrinsic motivation that “involves positively valued experiences” 

that an employee can derive directly from a task (p. 668). In contrast to the Conger and 

Kanungo model where management practices were expected to motivate workers by 

enhancing self-efficacy, Thomas and Velthouse placed emphasis on ‘empowering’ 
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management practices that foster the internal motivation of employees to a 

task, so that their work is also assessed as meaningful.  

Thomas and Velthouse (1990) argued, therefore, that empowerment (increased 

intrinsic task motivation) is a multifaceted construct, and that its essence is not 

captured by a single component. Self-efficacy alone is not sufficient. They proposed a 

set of cognitions, or task assessments (dimensions), that are presumed to be the 

“proximal cause of intrinsic task motivation” (p. 668). In addition to self-efficacy, they 

included the dimensions of meaningfulness, self-determination and impact. These 

dimensions are considered to combine additively to create the overall construct of 

empowerment, where each dimension adds a unique facet to a person’s experience. 

Further, they considered that the lack of any one of the dimensions of the set deflates 

the overall sense of empowerment.  

Meaningfulness. A sense of meaningfulness in relation to assessing specific 

tasks was adapted from the term used more globally by Hackman and Oldham (1980). 

Spreitzer, Kizilos and Nason (1997) described it as “the “engine” of empowerment” (p. 

681). It’s about first energising people about work, with each of the other variables 

adding an additional unique element of the construct. To Thomas and Velthouse (1990) 

it represented a kind of “cathexis (or investment of psychic energy) with respect to a 

task” (p. 673). It concerns the value of the purpose of the task and requires an 

employee’s intrinsic caring about it. As meaningfulness is “judged in relation to a 

person’s own ideals or standards” (Thomas & Velthouse, p., 672), it entails a fit 

between the requirements of a work role and an employee’s personal beliefs, values 

and behaviours (Spreitzer, 1996). That is, if employees’ work activities conflict with 

their value system, they are unable to feel empowered (Spreitzer et al., 1997). 

Because of the investment of energy and value that a sense of meaning brings 

to work tasks, a meaningful worklife is, therefore, incompatible with avoiding the work 
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setting (Leiter, 1991). Generally people tend to want meaningful involvement 

in their work. Higher levels of meaning in work duties are also believed to result in 

positive affective work outcomes for employees, such as commitment, involvement, 

and concentration of energy (Thomas & Velthouse, 1990).  

Competence. The dimension of competence (White, 1959) refers to self-

efficacy specific to work and is a belief that one feels capable of performing work 

activities with skill (Gist, 1987). Competence, “or self efficacy” (Spreitzer, 1995, p., 

1442) is based on personal mastery or effort-performance expectancy theory (Bandura, 

1989; Lawler, 1973), and is a contributing factor in models of empowerment (Spreitzer, 

1995, 1996; Thomas & Velthouse, 1990).  

Bandura (1977) observed that low self-efficacy leads people to avoid situations 

that require the relevant skills. This avoidance behaviour then tends to prevent an 

individual from confronting fears, building competencies and improving perceived 

competence. High self-efficacy tends to result in initiating behaviours, high effort and 

persistence in the face of obstacles 

Self Determination. Where competence links to mastery of behaviour, the 

assessment of self-determination refers to a sense of choice that employees believe 

they have in initiating and regulating their own work behaviour (Deci, Connell, & Ryan, 

1989; Spreitzer, 1996). Self-determination  reflects autonomy (Bell & Staw, 1989). 

Employees who consider they have control over their own work behaviour, and are in a 

position to make decisions about work methods, are likely to be high in self-

determination, and, as a result, more flexible, creative, resilient, and self-regulated 

(Deci & Ryan, 1985). Alternatively, those employees who believe their behaviour is 

controlled by management, tend to be low in self-determination, and more likely to 

suffer tension, a negative emotional tone and reduced self-esteem (Fulford & Enz, 

1995). 
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Impact. The fourth dimension, impact, refers to the degree to which a 

staff member can influence strategic, administrative or operating outcomes at work 

(Spreitzer, 1996). It captures the extent to which employee behaviour is seen to impact 

on the organisation and make a difference by influencing organisational outcomes in 

some beneficial way (Thomas & Velthouse, 1990). This concept has been studied 

under a variety of labels, for example, locus of control (e.g., Rotter, 1966) and learned 

helplessness (Abramson, Seligman, & Teasdale, 1978; Martinko & Gardner, 1982).  

Overall, then, empowerment is considered a “mind-set that employees have 

about their role in an organization”, and, as such, employees “choose to be 

empowered” (Quinn & Spreitzer, 1997, p., 41). Quinn and Spreitzer further argued that 

as employees are not passive recipients of any program design, empowerment is not 

something that management does to employees. Instead, aspects of the organisation 

can increase the likelihood of this happening. Management, therefore needs to create 

an environment that is more empowering for employees so that employees feel they 

have freedom and discretion, feel confident about their abilities, feel personally 

connected to the organisation and feel they are capable of making a difference at work  

Dispute over definition and conceptual structure of empowerment 

Spreitzer (1995) attempted to develop and validate a multidimensional measure 

of psychological empowerment based on this model (Conger & Kanungo, 1988; 

Thomas & Velthouse, 1990). Her research provided support “for the construct validity 

of a nomological network of empowerment in the workplace” (p. 1453), with the four 

dimensions converging to contribute to an overall construct of empowerment in a 

second-order factor analysis. All dimensions were found to be reliable and stable over 

time. 

Spreitzer, Kizilos and Nason (1997) found, however, that each of the 

dimensions differentially related to different outcomes. They held that each dimension 
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of empowerment made a different contribution, and no single dimension 

related to all of the work outcomes. They argued that only through the synergistic 

experience of empowerment, achieved by combining all dimensions, could a variety of 

affective, organisational and behavioural outcomes be achieved. The meaning and 

influence components, for example, tend to have associations with affective outcomes, 

wheras the competence dimension seems to have stronger relationships with 

behavioural outcomes like effectiveness. Studies (e.g., Fulford & Enz, 1995; Thomas & 

Velthouse, 1990) have shown, however, that competence tends to be associated with 

few outcomes, and it is suggested that it may not have the same motivational effects as 

the critical elements of meaning and influence. Competence may, in fact, be included 

as a necessary, but not a sufficient element of the empowerment construct, especially 

in relation to service industries where the tasks of service delivery tend to be relatively 

simple, routine, and repetitive. 

Despite the empirical work by researchers such as Spreitzer (1995; 1996) and 

Spreitzer, Kizilos and Nason (1997), dispute has existed over the nature and 

conceptual structure of empowerment as a four dimensional cognitive construct (Eylon 

& Bamberger, 2000). Using a sample of nursing professionals, for example, Kraimer, 

Seibert and Liden (1999) examined the construct validity of scores on Spreitzer’s 

Empowerment Scale. While their findings showed support for the four empowerment 

dimensions, they also indicated that self-determination is a precursor to impact, 

consistent with Liden and Arad (1996), who argued that self-determination indicates 

potential power and is a necessary condition for impact, which reflects actual power.  

Regardless of the work focused on validating a multi-dimensional measure of 

psychological empowerment, it continues to be conceptualised differently by different 

researchers, and often as a unidimensional construct focused on issues of power and 

control. Spreitzer and her colleagues (Spreitzer et al., 1997), however, were adamant 
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that no unidimensional conceptualisation of empowerment can capture the 

“full essence of the concept” (p. 682).  

A number of studies have, nevertheless, defined and measured empowerment 

as a unidimensional construct. In a large study by Savery and Luks (2001), for 

example, empowerment was measured as influence, and defined as the sharing of 

management power with employees for the purpose of improving organisational 

performance. Keller and Dansereau (1995) suggested that perceived control, which 

they considered necessary for individual well-being, may contribute to empowerment. 

Parker and Price (1994) used the term empowerment and perceived control 

interchangeably, although they seemed to combine the notions of self-determination 

and impact into one dimension. These latter researchers maintained that while 

empowerment refers to the belief that a person has control, it also refers to the actual 

exercise of power, where a person feels able to determine task outcomes, to influence 

decisions about his or her work, and overall, make an impact. 

Other researchers have stressed the competence component of empowerment 

(Ashcraft & Kedrowicz, 2002). Similar to Conger and Kanungo (1988), Eylon and 

Bamberger (2000), for example, operationalised empowerment in terms of cognitions 

of self-efficacy. Ashcraft and Kedrowicz (2002) in a qualitative study with volunteers, 

drew on management theories to define empowerment as “enabling relations of power” 

through a perception and process that fosters both a sense of competence and control 

(p. 89). 

In the present program of research, while empowerment was defined as a multi-

dimensional motivational state (Spreitzer, 1995; Thomas & Velthouse, 1990), it is also 

argued that a modification of the dimensions of Spreitzer’s model (1995) may be 

required in a service industry.  
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The empowerment construct in a service industry  

The four dimensions of empowerment outlined by Spreitzer (1995) were 

developed and evaluated by research conducted in a manufacturing environment. 

Based on the assumption, however, that a particular work environment may shape a 

sense of employee empowerment, she acknowledged that the relative significance of 

each of the components might be contingent on the nature of the sample used. The 

dimensions, therefore, may not fully apply in a service organisation. Consequently, 

Fulford and Enz (1995) assessed the effects of perceived empowerment on employees 

in an empirical study of a number of service organisations, where data were collected 

from service employees in a number of American private clubs. 

Fulford & Enz (1995) argued that in a service environment an employee’s ability 

to influence his or her own work duties is not separate from the ability to influence 

organisational goals because a significant proportion of organisational outcomes in a 

service context relies on employee behaviours. As the delivery of services by service 

employees involves interacting with customers, the dimension of self-determination 

captures the degree to which employees are able to control the customers’ 

experiences of service. This is an organisational outcome (Fulford & Enz, 1995). 

Thus the two dimensions of empowerment, impact and self-determination are 

thought to conceptually overlap when applied to a service industry. Impact entails 

employees’ perceptions of both their ability and opportunity to affect change at an 

organisational level whereas self-determination focuses at the individual level and 

involves the extent to which employees perceive they are in control of their own work 

behaviours. Fulford and Enz (1995) found that the items from the dimensions of impact 

and self-determination loaded onto just one factor, creating a reliable third dimension 

they called Influence. The other two dimensions (meaningfulness and competence) 

were consistent with those conceptualised by Spreitzer (1995). Findings by Hancer and 
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George (2003) provide support for the three dimension structure of 

empowerment in a service industry.  

As the present research program focuses on a service industry, the three 

dimensions, meaning, competence and influence, identified by Fulford and Enz (1995) 

and Corsun and Enz (1999) were used.  

Influences on employee perceptions of empowerment 

There are a number of factors that may impact on an employee’s intrinsic 

motivation. Firstly, the psychological model of empowerment assumes that 

interpretations that employees make about their work environments are shaped by their 

personal styles. That is, the personal method that each employee uses to evaluate, 

attribute or envision events provides additional interpretive information about a 

situation, and contributes to his or her unique sense of empowerment or 

disempowerment. Employees, nevertheless, are usually unaware of how these styles, 

or “developed habits”, shape their interpretations of work events. Consequently, the 

methods employees use to process events are difficult to change, even when these 

methods continue to produce unfavourable outcomes (Thomas & Velthouse, 1990, p. 

677). 

Evidence suggests, however, that organisational factors exert a more powerful 

influence on the perceptions, attitudes and behaviours of employees than individual 

factors (Spreitzer, 1996). A consistent finding in the literature, for example, is that a 

climate of an organisation affects employees (Fisher et al., 1995), and has a powerful 

influence in shaping their work-related attitudes and beliefs (Schneider, 2000). Eby, 

Adams, Russell and Gaby (2000), also found that while an individual’s style does 

influence how work situations are perceived, it is the organisational factors that 

contribute more to his or her attitudes and responses to events. Lease (1998) 

maintained that characteristics of the workplace, if powerful enough, overwhelm the 
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influence of individual dispositional characteristics in predicting a range of 

work attitudes and behaviours. Other studies (e.g., Schneider, 2000) have highlighted 

how organisational factors influence people by indicating that two different parties to a 

workplace setting, employees and customers, for example, converge in their 

perceptions of a situation.  

The next section explores the effectiveness of some methods that have been 

used by organisations to create empowerment in their workers. 

Empowerment practices 

One organisational practice to achieve employee empowerment places the 

responsibility for change of perceptions, attitudes or behaviour at the individual level. 

Placing responsibility on individuals, however, seems to emphasise the expectation 

that employees must adapt to what may be a difficult and stressful workplace. Indeed, 

strategies to reduce stress in an individual without making changes at organisational 

level have been considered ineffective (O'Driscoll & Cooper, 1994). Such strategies 

can, in fact, exhaust individual coping resources, especially when employees have no 

control over aspects of their work environment (Pearlin & Schooler, 1979).  

Burke (1993) suggested that changes at the organisational level are more 

powerful in positively changing employees than attempts to change the individual. As a 

result, various popular forms of organisational practices have been introduced, 

including empowerment. Ashcraft and Kedrowicz (2002) noted that empowerment has 

become conceptually entwined with specific organisational forms and procedures, with 

flatter structures, and employee participation programs. Organisational practices, such 

as re-engineering (Hammer & Champy, 1993) and downsizing (Cameron, Freeman, & 

Mishra, 1991), were also considered to create employee empowerment (Burke, 1997; 

Sagie & Koslowsky, 2000). These practices, overall, however, have tended to 

emphasise task while downplaying the relational and affective aspects of 
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empowerment. All too often, in such radical work redesign programs, 

empowerment is conceived as managers sharing power by delegating some of their 

responsibilities to subordinates for the purpose of improving organisational productivity 

(Sparrowe, 1994). Often this simply means that the employee is given extra tasks to 

perform (Fulford & Enz, 1995).  

These job redesign and structural programmatic efforts that management has 

been calling empowerment for over a decade, according to Corsun and Enz (1999), 

conform with what Quinn and Spreitzer (1997) have termed the “mechanistic model of 

empowerment” (p. 41). Inherent in this mechanical approach, which involves passing 

power downwards, is the incorrect assumption “that empowerment is something 

managers do to their people” (p. 41). Burke (1997) was adamant that psychological 

empowerment cannot be achieved through these structural programs and quoting 

Bennis “Empowerment and restructuring are on a collision course. It’s impossible for a 

company to re-engineer and empower at the same time” (p. 15). 

In fact, while restructuring and downsizing may have been effective strategies 

to improve corporate performance, Savery and Luks (2001) argued that employees 

have tended to feel disempowered. Because the management strategies have not 

considered the psychological needs of employees, there has been a detrimental effect 

on their health. Workload increases, morale declines, as well as feelings of being out of 

control and helpless, have dramatically increased stress levels, anxiety, and symptoms 

of burnout, resulting in increased absenteeism and reduced work commitment (Fulford 

& Enz, 1995). In a large Australian study, Harley (1999) found no link between 

‘empowering’ work practices such as Total Quality Management, autonomous work 

groups and quality circles and any form of employee autonomy. 

Such management practices, based on the belief that empowerment occurs as 

a result of objective reality, are only one set of conditions, and no matter how well 
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intended, may, or may not, help to empower employees (Conger & Kanungo, 

1988; Spreitzer, 1996). As these practices tend to assume that the employee plays a 

passive role, they fail to account for the workers’ interpretations of these intentions and 

actions.  

Alternatively, a number of researchers (e.g., Corsun & Enz, 1999; Eylon & 

Bamberger, 2000; Quinn & Spreitzer, 1997) have stressed that empowerment is an 

individual mind-set, and not a set of management practices. In attempting to clarify the 

meaning of empowerment, these researchers differentiate management empowerment 

practices, that is, the empowerment act, from psychological empowerment, meaning 

the empowerment experience, but have insisted they are not independent of each 

other. 

 In considering the relationship between the empowerment act and the 

experience of empowerment, Sparrowe (1994) professed that rather than the outcomes 

of empowerment practices having direct effects on employees, they are mediated by 

employees’ motivation and psychological processes. This means that employees must 

choose to be empowered (Spreitzer, 1996). This choice requires them to consider 

themselves as having freedom and discretion, and to feel personally connected to the 

organisation. Employees also need to feel confident about their abilities, and feel 

capable of having an impact on the organisation (Quinn & Spreitzer, 1997). 

 As employees, therefore, take a proactive stance, it is their perceptions of the 

work environment that shape empowerment. Thus, management practices that 

promote an organisational climate that is supportive, respectful and trusting of 

employees, and where their contributions are valued (Eisenberger et al., 1990), are 

more likely to facilitate the experience of empowerment in workers than those that 

focus simply on delegating responsibilities. Findings by Ashcraft and Kedrowicz (2002), 

for example, show “the capacity of social support to elicit emotionally charged 
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empowerment” (p. 100). Spreitzer (1996, p. 487) argued that a participative 

climate facilitates the experience of empowerment by recognising “the critical value of 

human capital to the success of an organization.”  

The present research program examines the impact of aspects of the internal 

and external environments of an organisation on the psychological empowerment of 

employees working in a gambling industry, and also examines the role of 

empowerment in mediating the effects of organisational resources on the work 

outcomes of commitment and well-being. 

Benefits of empowerment for a service industry  

Responses of employees who deliver services heavily influence customers’ 

perceptions of quality services. Management emphasis on ensuring that the work 

attitudes and behaviours of employees are conducive to the delivery of high quality 

service is therefore vital to the effectiveness of the organisation (Chebat & Kollias, 

2000).  

Perceived empowerment is advocated as “especially relevant and important to 

the delivery of heterogeneous services” (Chebat & Kollias, 2000 p. 67) and positive 

affective, behavioural, and organisational work outcomes are associated with it 

(Ashcraft & Kedrowicz, 2002; Fulford & Enz, 1995; Savery & Luks, 2001). Fulford & 

Enz, for example, maintained that employees’ perceptions that they have a level of 

influence over what happens at work, and, in particular, that their work is meaningful, 

are vital motivational contributors to perceptions of empowerment, which, in turn, 

impacts on affective work outcomes. Meaningfulness is associated with a fit between 

the values of employees and those of the organisation’s goals. As the self-identity of 

those employees who find their work meaningful tends to be intertwined with their work, 

employees are likely to feel attached to their work environment, take their work more 
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personally, and be more service oriented and loyal (Fulford & Enz, 1995; 

Spreitzer et al., 1997).  

Spreitzer et al, (1997) found that the competence dimension of empowerment 

tends to be associated with behavioural outcomes such as higher levels of 

effectiveness, and lower levels of strain. Parker and Price (1994) found that as a result 

of feeling empowered, employees also tend to feel less stressed, and cope better with 

adverse events. This is an important outcome for organisations as the effects of job 

stress is costing Australian businesses an estimated $15 billion annually (Savery & 

Luks, 2001).  

Winter, Sarros, & Tanewski, (1997) argued, however, that while empowerment 

seems to have positive effects on affective and behavioural work outcomes, further 

empirical evidence of the effects of empowerment on work outcomes is required. 

Although organisational commitment (e.g., Lease, 1998; O' Driscoll & Randall, 1999) 

and burnout (e.g., Brown & O'Brien, 1998; Cordes & Dougherty, 1993), for example, 

are frequently studied work outcomes in organisational psychology, there are, 

nevertheless, very few empirical studies that focus on the relationship between 

empowerment and these constructs (Chebat & Kollias, 2000; Winter et al., 1997). 

There are also no known studies that have examined the role of empowerment in 

mediating the effects of organisational factors on work outcomes. 

Extensive research (e.g., Bennett & Durkin, 2000; Lease, 1998; O'Driscoll & 

Randall, 1999), however, has examined the impact of work attitudes on outcomes such 

as absenteeism, performance, turnover, and turnover intentions. While Sparrowe 

(1994) found that empowerment also reduced turnover intentions, very little research 

has examined the relationship between empowerment and organisational commitment. 

Similarly, although Vallen (1993) found that service jobs with a high degree of customer 

interaction have a higher level of burnout, and with serious and expensive 
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organisational consequences (Kickul & Posig, 2001), very little research has 

examined the relationship between empowerment and burnout. 

Organisational commitment and burnout, and their relationship with employees’ 

experiences of empowerment gained from working in the club industry were examined 

in the present research program. These two work outcomes are the topic of the 

remainder of the chapter, and are discussed in turn. 

Organisational commitment  

Argyris (1998) broadly considered that organisational commitment is about 

“generating energy and activating the human mind” (p. 98). The view of commitment in 

the present research program is based on researchers such as O’Driscoll and Randall 

(1999) and Porter, Steers, Mowday and Boulian (1974), who have maintained that 

commitment expresses the strength of the employees’ attachment to, involvement in, 

and identification with an organisation which makes them want to stay with the 

organisation. 

Bennet and Durkin (2000) maintained that organisational commitment serves as 

a summary index of work-related experiences. Organisational commitment is also a 

useful antecedent of work behaviours and behavioural intentions (Lease, 1998). This 

means that the level of employees’ attachment to their organisation also affects the 

extent to which they perform their jobs, experience workplace withdrawal, such as 

absenteeism, and influences turnover intentions and turnover (Mowday, Steers, & 

Porter, 1979).  

Meyer and Allen (1991) maintained that organisational commitment is a multi-

faceted construct consisting of three aspects: Affective, continuance, and normative 

(Lee, Allen, Meyer, & Rhee, 2001; Meyer & Allen, 1991; Meyer, Allen, & Smith, 1993). 

The affective commitment facet reflects an attitude that focuses on employees’ 

attachment to their organisation and their emotional acceptance of its values and goals 
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(O' Driscoll & Randall, 1999). It corresponds to what Argyris (1998) termed 

internal commitment. Continuance commitment, Argyris claimed, corresponds to 

external commitment, and is considered to be a contractual compliance. As such, it 

reflects the material benefits and rewards to be gained by employees from remaining 

with an organisation, and includes the probable costs and disadvantages of their 

leaving (Meyer & Allen, 1984). Normative commitment is a sense of loyalty to the 

organisation. It has been argued that each facet of organisational commitment serves a 

useful purpose in the workplace (Lease, 1998).  

In considering how empowerment influences commitment, Kraimer, Seibert and 

Liden (1999) found that self determination and impact, the dimensions of Spreitzer’s 

empowerment construct (1995) associated with employees’ sense of control at work, 

influenced commitment. Similarly, Parker and Price (1994) found that the level of 

control over decision making is positively related to affective outcomes. Fulford and 

Enz (1995) alleged that in service industries, the control dimension captures the degree 

to which employees can control both their own jobs, as well as the customer’s 

experience of service. When employees lack control of these aspects of their work, 

affective outcomes, like their loyalty to the organisation, decline. Argyris (1998) argued 

that it is “a fundamental truth of human nature and psychology that the less power 

people have to shape their lives, the less commitment they will have”. Argyris also 

emphasised that the continuance aspect of organisational commitment is all an 

organisation gets when employees are given very little control over their work duties.  

The meaning dimension of the empowerment construct has also been 

predominantly linked with affective outcomes, such as job satisfaction and affective 

commitment. Researchers such as Thomas and Velthouse (1990), Spreitzer (1995), 

Spreitzer, Kizilos and Nason (1997) and Fulford and Enz (1995), for example, have 

positively linked the meaning dimension to the emotional states of workers, and their 
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overall attachment to the work environment. This suggests that while high 

levels of meaning may activate commitment, low levels of meaning are likely to result in 

apathy.  

Findings also suggest that organisational commitment can make important 

contributions to organisational success. As a result of feeling committed, for example, 

employees are likely to internalise the values and norms of the organisation, and 

interpret its gains and losses as their own. As a result of this attachment, employees 

are, therefore, more prepared to contribute extra effort in performing their work duties 

that lie outside the boundaries of traditional job descriptions (Eisenberger et al., 1990). 

Commitment also appears to be related to work outcomes such absenteeism and 

turnover (e.g., Lease, 1998; Sparrowe, 1994). While affective commitment is the most 

consistent predictor of absences (Somers, 1995), all aspects of organisational 

commitment have an inverse relationship with turnover. 

The empowerment and commitment of employees also contribute to the 

apparent success of organisational programs such as Total Quality Management 

(TQM) (Tatikonda & Tatikonda, 1996). Perhaps this success is due to the fact that 

when employees perceive they have been trusted, by being granted some control over 

how their own duties are performed, they reciprocate by performing in accordance with 

supervisory and organisational preferences (Keller & Dansereau, 1995; Parker & Price, 

1994). Without employees feeling committed to their organisation, the implementation 

of such schemes is seriously compromised. 

As a result of working in a gambling environment, employees may be influenced 

by a variety of organisational and gambling-related aspects from the internal and 

external environments of the club that may affect their attachment and loyalty. Hence, 

in the present research program, a measure of affective commitment is used to assess 

employees’ level of attachment, identification with, and loyalty to their club.  
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Additionally, Danna and Griffin (Danna & Griffin, 1999) argued that 

employees’ experiences at work, whether they are emotional, physical, mental or 

social, also affect their health and well-being. Consequently, concerns relating to 

workplace health and well-being are increasingly being studied (e.g., Smith, 

Kamkinstein, & Makadok, 1995; Warr, 1990). Well-being is also examined in the 

present research program.  

While the amount of literature addressing health and well-being in the 

workplace is vast, Danna and Griffin argued that it lacks clarity, with numerous 

meanings and definitions attached to the terms ‘health’ and ‘well-being’. Health and 

well-being can refer, on one hand, to the actual physical health of employees, and 

equally, on the other hand, can refer to their mental, psychological or emotional states. 

Further, Warr (1990) suggested that affective well-being, competence, autonomy, 

aspiration and integrated functioning are dimensions of mental health. Additionally, the 

term, ‘subjective well-being’ has been used to reflect a person’s self-described 

happiness and to describe one’s overall experience in life (Diener, 1984). 

Consequently, because of various terminologies used to define health and well-being, 

in empirical investigations, the exact meanings of health and well-being tend to be 

implied through operational definitions (Danna & Griffin, 1999).  

In an effort to provide some consistency to the terminology used, and as a 

mechanism to help illustrate the conceptualisation of well-being and health, Danna and 

Griffin suggested an organising framework. This framework is presented in Figure 2.1 . 

The present research adopts the conceptualisation of well-being provided by these 

researchers by defining it as a broad and encompassing concept that considers the 

whole person. In the workplace, it refers globally to work related satisfactions. The term 

‘health’, however, encompasses both physiological and psychological symptomatology 

within a more medical context. As health is viewed in the framework as a sub-
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component of wellbeing, in the present research program, the term well-

being is used to encompass both health and well-being. 

Figure 2.1  also illustrates that any number of antecedent factors in the work 

setting, individual stress and occupational stress have consequences for the well-being 

of employees. Occupational stress, for example, can have detrimental physical and 

emotional outcomes on the well-being of employees because of the excess physical 

and mental demands placed on the human body and mind (Cooper & Cartwright, 

1994).  

 

Figure 2.1 A Framework for Organising and Directing Future Theory, Research, and 
Practice Regarding Health and Well-being in the Workplace (Danna & Griffin, 1999). 

In the present research program, employees working in a gambling 

environment may experience a range of emotional reactions, because in the delivery of 

services they are required to interact with patrons. Being confronted with negative 

community and media attitudes to gambling, the demands and expectations of people, 

as well as the behaviours and characteristics of the patrons, may trigger negative 
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emotional experiences for employees which, in turn, may impact negatively 

on their well-being.  

Burnout is considered as prolonged job stress where the demands at the 

workplace exceed a person’s resources (Maslach & Schauefeli, 1993), thus impacting 

negatively on the well-being of employees. Lee and Ashforth (1996), found that 

workplace demands are strongly related to emotional exhaustion, a key dimension of 

burnout. Burnout, then, as a measure of impaired well-being, and its relationship to 

empowerment and organisational factors is also examined in the present research 

program, and is presented next. 

Burnout 

Burnout is a key construct in understanding stress processes in organisations of 

all types (e.g., Cordes & Dougherty, 1993; Pines & Aronson, 1988; Schaufeli & Van 

Dierendonck, 1993). Research on the burnout of employees began as a result of work 

conducted on emotion and arousal, and the way people manage that arousal (Maslach 

& Jackson, 1984). More recently, burnout has been considered a type of stress, 

characterised as a chronic affective response pattern to stressful work conditions, and 

involves managing the demands and tensions of high levels of contact with other 

people (Cordes & Dougherty, 1993). 

Rather than being unique to the health care professional as once thought, 

emotional strain is inherent in any occupation that involves working with people. 

Ashforth and Lee (1997) suggested the need for sampling beyond the helping 

professions, and to focus particularly on occupations emphasising interpersonal 

relationships, like service industries. Little empirical evidence, however, exists on 

burnout in service industries, and none in the Queensland club industry. There is, also, 

very little evidence of the relationship between empowerment and burnout. Burnout, 

therefore, is the second outcome variable included in the present program.  
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Maslach and Jackson (1981) defined burnout as a three-dimensional 

syndrome: Emotional exhaustion (feelings of being emotionally depleted and 

exhausted by one’s work), depersonalisation (negative attitudes and feelings about 

one’s clients) and reduced personal accomplishment (the tendency to evaluate oneself 

negatively, particularly with relation to how one associates with clients). These 

researchers developed the Maslach’s Burnout Inventory (MBI) and the use of this 

instrument has become a popular form of assessing burnout (Cordes & Dougherty, 

1993). 

Dispute exists, however, over the factorial validity of the MBI on both empirical 

and conceptual grounds, with doubts about its three-dimensional structure. 

Researchers have consistently found that emotional exhaustion and depersonalisation 

always significantly correlate. Schaufeli and Van Dierendonck (1993), in fact, claimed 

that their findings support a two-dimensional model, where the emotional exhaustion 

items loads on the exhaustion, as well as the attitudinal factor (depersonalisation).  

Barling and Macintyre (1993) asserted that without exception, emotional 

exhaustion is considered the most stable, robust dimension, with the other components 

theoretically related. The overlap between emotional exhaustion and depersonalisation, 

Schaufeli and Van Dierendonck (1993) argued, illustrates the conceptual relatedness 

of emotional exhaustion and the negative attitudes that compose the burnout construct. 

Other researchers (Lee & Ashforth, 1996; Leiter, 1991; Shirom, 1989) have claimed 

that the burnout components, apart from emotional exhaustion, are confounded with 

coping behaviours (depersonalisation), and the consequences of burnout (reduced 

personal accomplishment). 

As emotional exhaustion is the essence of burnout, there is a tendency to use 

only this dimension to assess burnout (Baruch Feldman, Brondolo, Ben Dayan, & 

Schwartz, 2002; Beehr, King, & King, 1990; Kickul & Posig, 2001). Pines and Aronson 
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(1988) in fact, defined burnout uni-dimensionally as a state of physical, 

emotional and mental exhaustion that develops over long term. Thus, in the present 

research program, emotional exhaustion is used to assess the burnout of employees 

who work in a gambling industry.  

Burnout impacts on the well-being of employees, their families and friends, as 

well as the organisation (Kahill, 1988). Emotional exhaustion has been considered the 

affective component of burnout (Schaufeli & Van Dierendonck, 1993) because of the 

considerable overlap of emotional exhaustion with somatic complaints and 

psychological strain, particularly depression (Firth, McIntee, McKeown, & Bitton, 1986). 

Lee and Ashforth (1990) also found that emotional exhaustion is associated with 

psychological and physiological strain and helplessness, including emotional symptoms 

such as deterioration of mental health, characterised by decreases in self-esteem, 

irritability, helplessness and anxiety. Physical health symptoms include fatigue, 

insomnia, headaches, chest pains, and gastrointestinal disturbances.  

Attitudinal consequences of burnout in workers involve negative attitudes 

towards oneself and others, often triggering a change in the nature and frequency of 

interactions with others at work, and the tendency to withdraw from communicating with 

people (Kahill, 1988; Maslach & Jackson, 1985). Further, the negative attitudes include 

higher levels of dissatisfaction with the job and life satisfaction (Baruch-Feldman, 

Brondolo, Ben Dayan, & Schwartz, 2002; Burke & Greenglass, 1995; Lee & Ashforth, 

1993; Maslach & Jackson, 1985; Wright & Bonett, 1997).  

There are also a number of serious and expensive organisational 

consequences of employees suffering burnout, including increases in turnover 

intentions (Kickul & Posig, 2001), turnover (Lee & Ashforth, 1996; Sparrowe, 1994), 

absenteeism (Firth & Britton, 1989) and decreases in the quality and quantity of job 

performance (Kickul & Posig, 2001; Maslach & Jackson, 1985).  
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The impact on organisational productivity of the negative 

organisational consequences of burnout is especially important in service industries 

where management must depend heavily on service employees. The abilities, 

attitudes, and behaviours of employees can significantly affect customers’ experiences 

and perceptions of service quality (Chebat & Kollias, 2000; Fulford & Enz, 1995; 

Sparrowe, 1994), and affect both customer satisfaction and their retention. While 

research findings have highlighted the impact of work demands on emotional resources 

(e.g., Hobfoll & Freedy, 1993; Lee & Ashforth, 1996), Vallen (1993) found that service 

jobs with a high degree of customer interaction have a higher level of burnout. Burnout 

develops when employee resources are depleted at a rate that exceeds replenishment 

(Zohar, 1997).  

Organisational influences may, however, reduce employee burnout. Vallen 

(1993), for example, provided clear evidence of the link between organisational climate 

and the burnout of staff. He recommended that managers seeking to reduce their staff 

turnover should explore organisational climate, as it clearly affects the ability of a 

service organisation to deliver service quality. Other researchers have explored the 

relationship between support and burnout. Baruch-Feldman, Brondolo, Ben-Dayan and 

Schwartz (2002), for example, found that social support relates negatively to emotional 

exhaustion, while findings by Leiter (1990) indicated a negative relationship between 

organisational support and emotional exhaustion. 

Froiland (1993) found that burnout symptoms were reduced considerably when 

employees felt empowered, because they evaluated themselves as more competent, 

and as having more control over how their work duties are performed. Brown and 

O’Brien (1998) showed that workers who experience job competence, who regard their 

duties as worthwhile, and are actively involved in implementing a variety of strategies in 

their duties and interactions with others, are likely to experience reduced negative 

burnout symptoms, especially when accompanied by high levels of support.  
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Each dimension of empowerment has also displayed an inverse 

relationship with strain. Savery and Luks (2001) noted that the competence and control 

dimensions of the empowerment construct tend to be inversely associated with strain. 

Parker and Price (1994) found that the level of influence over decision making is 

inversely related to stress, a precursor of strain, while Leiter (1991) maintained that 

workers who use control strategies to address difficulties tend to be less exhausted. 

Pines (1993) also commented that a stressful job does not necessarily cause burnout 

symptoms. People can flourish in stressful and demanding jobs if they feel that their 

work is meaningful. When people try to find meaning in their life through work, and feel 

they have failed, the result exacerbates withdrawal and detachment. The further drain 

on the emotional resources leads to emotional exhaustion, and the accompanying 

negative attitudes. 

Burnout, therefore, is the second outcome variable included in the present 

program. Overall, limited empirical evidence exists on the burnout of employees in 

service industries, and none in the Queensland club industry. There is, also, limited 

evidence of the relationship between empowerment and burnout, especially in service 

industries. No known studies, for example, have examined the relationship between the 

dimensions of empowerment described by Thomas and Velthouse (1990), validated by 

Spreitzer (1995), and modified for service industries by Fulford and Enz (1995) and 

burnout. There are also no known studies that have examined the role of 

empowerment in mediating the effects of organisational factors on any of the work 

outcomes. Additionally, there is no research that shows how gambling-related 

challenges, both internal and external to an organisation affect the burnout of 

employees. Emotional exhaustion, as the most robust dimension of burnout and 

considered the essence of burnout, is used to assess the burnout of employees who 

work in a gambling industry. The construct will be referred to as emotional exhaustion. 
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Conclusion  

Psychological empowerment was shown to impact on a variety of affective, 

organisational and behavioural outcomes, and is a key construct proposed in the 

present program that may mediate the effects of organisational resources on the 

commitment and burnout of employees who work in a gambling industry. The present 

chapter introduced literature that defined the empowerment of employees in cognitive 

terms as an intrinsic multi-dimensional motivational state within employees that is 

shaped by their internal processing and active perceptions of their work environment. 

The literature also showed that environmental factors exert a more powerful influence 

on the perceptions and work attitudes of employees than individual dispositional 

factors.  

Employees who work in an organisation that provides a gambling service are 

exposed to a variety of factors in the internal and external environments of the 

organisation. Such factors arise from such sources as organisational resources, 

community or media attitudes, or from interacting with gamblers, that may impact on 

their psychological empowerment, which in turn, affect their commitment and well-

being.  

The next chapter introduces the gambling-related challenges of the internal and 

external environments of a club with a gambling service that may impact on employees’ 

empowerment, commitment and well-being, and discusses how employees may 

respond to them.  
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CHAPTER 3 

THE IMPACT OF FACTORS RELATED TO THE TYPE OF SERVICE DELIVERED 
ON EMPLOYEE EMPOWERMENT, COMMITMENT AND WELL-BEING 

This chapter introduces literature about the gambling-related aspects of the 

internal and external environments of an organisation that provides a gambling service, 

and examines the impact these factors may have on employee empowerment, 

commitment and well-being.  

The chapter introduces aspects of the internal and external environment of an 

organisation that that may positively or negatively impact on employees because it 

provides a controversial service. Firstly, literature is presented about a variety of 

stressors to which staff members are exposed in the performance of their duties that 

have negatively influenced the process of burnout. Next, a service, and then, a 

controversial service are explained. This is followed by a discussion of gambling that 

includes a brief historical background, of the controversial service selected for 

examination in the present research program. Possible staff responses to these 

different sources of environmental aspects are also explored. 

While no known research has examined how the provision of a controversial 

service influences the empowerment, work attitudes and well-being of employees, the 

literature that is presented next shows how a variety of stressors to which employees 

are exposed in the performance of their duties influence their level of well-being. 

The impact of stressors on employee work outcomes 

Working in a service organisation can be demanding for employees, particularly 

in areas such as corrections, medicine, and policing. Findings show, for example, 

significant differences in attitude, as well as physical and mental health, between prison 

officers performing work duties in different types of prisons. Those officers working in 
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low security prisons show fewer signs of chronic exposure to occupational 

stressors, including a less negative attitude towards inmates, compared to officers 

working in high security prisons (Dunne & Morrison, 1991). 

Regardless of the security level of the prison, prison officers are exposed to a 

variety of stressors as a result of the intense psychological and physical work. Findings 

show that perceptions of prison officers of the stressors in their work environment are 

linked to stresses and strains, and have a detrimental effect on both their physical and 

mental health (Dollard, 1996; Karasek & Theorell, 1990; Morrison, Dunne, Fitzgerald, & 

Cloghan, 1992).  

As the duties of prison officers also include working in close proximity to 

inmates, they are exposed to ongoing risk of injury and harassment. Research has 

indicated that the nature of the staff-client relationship is a critical factor that contributes 

to burnout (Cordes & Dougherty, 1993). Other researchers (Gernstein et al., 1987) 

have claimed that staff relationships with prisoners are the best predictor of burnout 

among correctional staff. 

 Similar relationship issues exist for people working in health industries. Burke 

(2001), for example, linked work experiences such as handling complaints, problem 

patients, and life and death situations, with both stress and work satisfaction in 

physicians. Another study of general practitioners (Cooper, Rout, & Farager, 1989) 

found that job stressors from the demands of the job, patient expectations and constant 

disruptions at work and home, all predicted job dissatisfaction and lack of mental well-

being. For nurses, the stressors include coping with distressed patients and being 

exposed to death and dying, (Dollard, 1996; Landsbergis, 1988; Maslach & Schaufeli, 

1993; Schaufeli et al., 1995) 

The duties of police officers also include working in close proximity to people 

where they are frequently exposed to ongoing risk of injury and harassment. 
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Nevertheless, while policing has been ranked as one of the most highly 

stressful occupations (Dantzer, 1987), little research has focused on providing 

information about those aspects of it that police officers find stressful. Findings by 

Brown and Fielding (1993), however, indicate that key sources of stress identified 

included dealing with violence, life threatening events, or informing family members of 

a death.  

While it is acknowledged that certain sectors of the community hold some 

strong negative attitudes towards the police and the police service (Criminal Justice 

Commission, 2000), little is known about how the police officers react to these 

community attitudes. Recent research by Thompson, Kirk-Brown and Brown (2002), 

however, found that coping with adverse community attitudes towards police, handling 

complaints from the public, and dealing with criminals, were sources of stress for 

female police officers. 

Based on the information provided in this section, there is reason to suggest 

that environmental factors, both external and internal to a service organisation, such as 

adverse community attitudes, people demands and expectations, working in close 

proximity to the recipients of the service, and interacting with them, influence the work 

attitudes and well-being of employees who deliver the services. Before examining the 

impact of a gambling service on employees, firstly, a service, and then a controversial 

service are defined and broadly outlined. 

A service  

There has been extensive debate about the definition of a service. Schneider 

(1990) extended both the earlier original contribution by Shostack (1977) and that of 

other researchers such as Berry (1980), and emphasised that a “service is not a thing, 

but a multifaceted construct, with each facet falling on a continuum” (p. 391). Schneider 

identified three stable facets that he claimed characterises services and differentiates 
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them from goods. The first facet characterising a service is its degree of 

intangibility. That is to say, service outcomes tend to be intangible in that they are more 

in the form of experiences rather than material possessions (Shostack, 1977). The 

second facet refers to the time lapse between the production and consumption of a 

service, whereby many services are produced and consumed simultaneously. The third 

facet indicates that customers penetrate the production core. This occurs through their 

active participation in the production of many of their services as when, for example, 

they use an automatic teller machine or a poker machine (Bowen & Schneider, 1988; 

Schneider, 1990). Thus a service is defined in terms of its intangibility, simultaneous 

production and consumption, and the active involvement of employees with customers.  

The present program of research has selected one type of service for 

examination, a controversial service, and this is outlined next. 

A controversial service 

The provision of services such as prostitution, pornography, alcohol, tobacco, 

gambling, guns, abortions, and environmental services like wood chipping have tended 

to be considered controversial. A service is considered controversial when it generates 

strong reactions in the public one way or another. In relation to prostitution, for 

example, Kelly (2003) maintained that there is a continuum of positions from those who 

argue that the sex industry is by definition exploitative, through to those who argue that 

most women exercise considerable choice and agency, and are thus not exploited. 

Further, Kendall (1998) maintained that “for many people, raising the topic of 

pornography is like hoisting a red flag in front of a bull” (p, 532).  

Services are also considered controversial when certain groups in our society 

create organised opposition to them, believing them inappropriate and unacceptable 

(Eadington, 1996). As these groups are sufficiently potent to influence the environment 

in which the products or services are marketed, they are constantly looking for ways to 
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ban or limit the growth of a controversial service, through means such as 

government regulations or social constraints (Davidson, 1996). Potter (1996) noted in 

relation to pornography, for example, that “the intersections of sex, power and violence 

represent the most convenient locations for targets of moral panics, political 

movements and symbolic crusades” (p., 152). 

Further, according to Jelen and Wilcox (2003), everyone has an opinion on 

abortion, and the question of whether a woman has, or should have, the right to 

terminate a pregnancy intentionally has been a source of intense controversy for over a 

generation. The abortion issue continues to involve issues relating to human life, moral 

theology, gender roles and sexual morality. Jelen and Wilcox, also, noted that in 

America alone, the issue has inspired both marches and murder, and spawned a set of 

competing pressure groups, each driven by competing values, that have mobilised 

enormous amounts of money a year to influence public opinion, voting behaviour, and 

political actions. 

A number of researchers (Davidson, 1996; Eadington, 1996) have argued that 

controversial services tend to have similar economic and social characteristics. Key 

characteristics include a strong demand for consumption of the service from certain 

elements of the society. There is also acknowledgment that the service must be 

constrained to some extent to control the negative social consequences. Other 

researchers (e.g., Bradsen, 1997; Healey, 1995), have highlighted the need to control 

environmental consequences, as in the case of wood chipping, and public health 

consequences, as, for example, in gambling (McMillen, 1997) and cigarette smoking, 

where the harmful effects of both active and passive cigarette smoking are established 

(Schofield, Considine, Boyle, & Sanson-Fisher, 1993).  

A final characteristic of a controversial service outlined by Eadington (1996) is 

that there tends to be a history of changing social and legal tolerance and acceptance. 
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Nevertheless, no single principle in relation to tolerance and acceptance has 

been applied uniformly to the provision of these services throughout their history. 

Eadington (1996) asserted that, on one hand, there have been strong attempts to 

prohibit each of these services at some point in their historical and cultural 

development. At other times, though, they have not only been legalised, but also 

popularised. Until very recent times, the provision of tobacco and alcohol, for example, 

has even been glamorised in movies and advertisements. Changes in tolerance and 

acceptance are usually driven by moral, ethical, and more recently, health issues, and 

depend on the strength of influential groups opposing the service.  

 Hence, at present, there have been changes in a number of services. Based 

on government regulations, services providing guns, for example, have been closed to 

the general Australian public. Further, the restrictions on both users and producers of 

tobacco for health reasons have been dramatic. Passive smoking, for example, has 

been linked to lung cancer and coronary heart disease, as well as respiratory illnesses 

in children (Schofield et al., 1993). Strong opposition has led to new regulations that 

protect the potential smoker against being seduced into smoking, and protect non-

smokers from the consequences of the smoke environment. While alcohol intake 

continues to be strongly promoted, there have been attempts to limit its consumption 

by increasing the penalties for drink driving (Eadington, 1996) and to introduce 

measures in hotels and nightclubs to decrease alcohol-related violence (Lang & 

Rumbold, 1997). On the other hand, with street prostitution, there has been increasing 

tolerance and selective non-enforcement of the law in certain areas.  

Davidson (1996) maintained that the gambling industry has muscled itself into a 

position of importance in the United States economy, and has experienced remarkable 

growth since the 1970's. Strong opposition by certain elements of the population, 

however, guarantees that it remains in opposition to dominant values, and continues to 

operate under severe legal restrictions and social disapproval (McMillen, 1996). In 
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Australia, gambling has legal status, popularity and widespread community 

involvement. Nevertheless, the promotion of moral, ethical and, especially health 

concerns by pressure groups (e.g., church, welfare & epistemic), guarantees significant 

community concerns about its dramatic expansion (Productivity Commission, 1999) 

and the emergence of problem gambling as a corporate social issue in (Hing, 2002; 

Hing & McMillen, 2002). 

As an example of a controversial service, the present study targeted a gambling 

service and examined the challenges related to the internal and external environment 

of a gambling industry that may impact on the empowerment, commitment and well-

being of employees. 

Gambling as a controversial service 

Much research has been conducted into many aspects of gambling (Healey, 

1997; McMillen, 1996). This has included the economic and social costs associated 

with gambling (Collins & Lapsley, 2003; Hing & Breen, 2002; McMillen, 1997; Walker & 

Barnett, 1999; Walker, 1998), and the sociodemographic characteristics of gamblers 

(Breen, Hing, & Weeks, 2002; McNeilly & Burke, 2000). The psychology of gambling 

has also been highlighted, with particular focus on issues related to people with 

problems in gambling (Abbott & Volberg, 1996; Blaszczynski & Steel, 1998; Breen & 

Zimmerman, 2002; Dickerson et al., 1996; Walker & Dickerson, 1996). Research, 

however, has not examined the influences on employees who work in an organisation 

that provides a gambling service. The current study redresses this situation by 

exploring the factors related to the provision of gambling services that may impact on 

the empowerment, commitment and well-being of employees. A brief historical 

background of gambling introduces the section.  
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Historical background 

Gambling is one of the few social activities that dates back centuries in human 

history and is found in most of the world's traditional and modern cultures. Reference to 

games of chance have been made since people recorded their ideas in ways such as 

speech or pictures (Wykes, 1964). Despite its apparent universality, however, the 

concept of gambling only takes meaning within the socio-historical context in which it 

occurs (McMillen, 1996). McMillen maintained that in western society, in its more usual 

application as a leisure pursuit, the convention is to define gambling narrowly in terms 

of financial transactions - “the staking of money, or an item of economic value, on the 

uncertain outcome of a future event” (p. 6). Nevertheless, gambling is distinguished 

from other speculative areas of commodity and financial markets in that the gamblers 

inevitably tend to lose over time. Gambling is therefore different from an investment 

and considered more like consumption (Productivity Commission, 1999).  

Gambling, however, holds a prominent place as a leisure pursuit in the 

Australian leisure industry (Lynch, 1997). Since the arrival of the first fleet, Australians 

have had a reputation of being a nation of gamblers, and prided themselves on taking a 

gamble on just about anything, for just about anything. Some early settlers who felt 

they had little to lose, but possibly something to gain, were prepared to gamble literally 

the ’shirt off their backs’ (O'Hara, 1988). Traditionally, gambling is considered to 

function as recuperative adult play and a relief from the burdens of work, with people 

gambling for the apparent enjoyment they get from the risks, challenges, and thrills 

involved. 

Wykes (1964), however, maintained that what people are really paying for when 

they gamble, is the hope of a win on credit. For many people, gambling is also a way of 

experiencing the dream of wealth that their ordinary circumstances currently deny them 

any hope of attaining (Caldwell et al., 1985). Gambling is, therefore, considered an 

integral part of working-class culture that seeks to overcome its lack of success and 



 49

 

security, and while the odds do not advantage the gamblers, people, 

nevertheless, continue to gamble (Lowenhar & Boykin, 1996; McMillen, 1996). 

Gambling in Australia has therefore been shrouded in controversy since the 

eighteenth and early nineteenth centuries. Conflicts raged between the social, cultural 

and value systems of the two main religious groups of the time. Conflicts also raged 

between these groups over gambling. Inglis (1985, p. 12) commented : “Evangelical 

Protestant church leaders said it was essentially sinful. Catholic moral theologians said 

it was not.” During this period, while the Protestants considered gambling to be the 

national and most virulent vice, it nevertheless continued to flourish (Jones, 1973). The 

next section introduces factors from the external environment of an organisation that 

provides a gambling service that may impact on the empowerment, commitment and 

well-being of its employees. 

External Influences 

Conflicting community attitudes to a gambling service 

Since those early Australian times, opinions have been divided between 

segments of the community that consider gambling is just another recreational pursuit, 

and those who believe that the social costs of problem gambling outweigh any benefits 

to the economy and the community. Indeed, gambling is separated from other 

recreational pursuits by the ample research findings related to its negative personal, 

social, and financial impacts on problem gamblers and others. These negative costs 

help explain long standing ethical or moral objections within the community to activities 

seen as involving the quest for “easy money” (Walker, 1998).  

Because of the polarity of Australian community views about gambling, staff 

members who deliver gambling services are likely to be confronted with opposing 

community influences. On the one hand, employees may perceive that a significant 

proportion of the community agrees with the clubs’ values, considering gambling as just 
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another form of entertainment. Clearly, the popularity of gambling is shown 

by the phenomenal growth of the gambling industry. Findings from the Productivity 

Commission inquiry (1999) indicate that on average, adult Australians spend (lose) 

about $800 yearly. Collectively, Australians lost over $11 billion dollars in 1997-1998, 

from a turnover of $80 billion. Figures in 2002 from the Productivity Commission have 

shown increases to $13 billion lost through gambling. These figures confirm that 

Australians are the heaviest gamblers in the world, spending on average, double the 

amount that is spent by people in North America and Europe.  

On the other hand, in spite of the fact that gambling is considered by many to 

be a harmless pleasure, staff members are also confronted with community reminders 

about its negative nature. The controversial aspect of gambling is confirmed by findings 

from the Productivity Commission (1999) that indicate more than 75% of Australians, 

including a large proportion of people who gamble regularly, believe gambling does 

more harm than good. Thus, despite the widespread community involvement in 

gambling, there is equally widespread community criticism of it, including concerns 

about its rapid expansion.  

Critics of gambling have argued that gambling provides little or no benefit to the 

economy and the community. Their views, reported frequently by the media, outline the 

social costs of problems related to gambling, which they have postulated, outweigh any 

benefits. Gambling, they have argued, is a regressive tax paid by people least able to 

afford it. Even an occasional gambling win by a patron has distribution implications in 

that it is drawn from the financial losses of other gamblers, and the suffering of a 

significant minority (Walker, 1998).  

Research (e.g., Productivity Commission, 1999) has also shown that 10% of 

gamblers accounted for around 80% of the total gambling expenditure in 1997-1998. 

Walker (1998) argued, however, that “gambling causes far more misery in society than 
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is accounted for by the lot of a pathological gambler” (p. 44). For every 

known “problem gambler” in Australia (Walker, p.48), for example, there have been 

several other people (5-10) seriously affected, including family members, friends, 

employers, and other members of the community (e.g., Dickerson et al., 1996; Walker, 

1998). The negative impact of problem gambling on gamblers and others includes 

physical and emotional health problems, interpersonal problems, job and study 

problems, financial hardship, and legal problems, such as the misappropriation of 

money and criminal behaviour. Consequently, because of the range of negative 

impacts and costs associated with people who have problems in gambling, the 

Productivity Commission has recommended that gambling in Australia be defined as a 

public health issue. 

 Further, the Australian epistemic community has been instrumental in 

advancing the issue of problem gambling as a social and public health issue by 

criticising the medical and addiction interpretations of problem gambling used to define 

it (Hing, 2002). While the terms pathological, addictive and compulsive gambling have 

been used to describe the condition of problem gambling as a mental disorder - an 

illness where the person is driven by an overwhelming urge to gamble, Hing 

maintained that the medical model may be flawed. Researchers such as Walker 

(1996), in fact, have argued that no pathology of the heavy gambler has been 

demonstrated. Hence, in Australia, as recognition is given to the negative social 

consequences of gambling activities, problem gambling now tends to be defined in 

terms of its social impacts rather than its underlying medical causes or psychological 

processes (Hing & McMillen, 2002; McMillen, 1997). This has shifted responsibility 

from addressing problem gambling from individual gamblers to the gambling operators 

where they are required to establish changes that will benefit harm minimisation and 

improve the protection of gamblers (Hing, 2002). 
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Consequently, the attacks made against gambling activities by anti-

gambling groups are a key factor that may affect the work experiences, sense of 

empowerment, commitment and well-being of employees in the gambling industry. 

Being confronted with the negative consequences of problem gambling on gamblers 

and others (e.g., their families), mostly through the media, may trigger dilemmas in staff 

members. They may question their values and attitudes to gambling, and, additionally, 

feel concerned about patrons who they consider may have a problem with gambling 

within the club. Employees may, also, be required to cope with the demands and 

expectations of some people who believe that clubs make huge profits from gambling. 

It is possible that the impact of opposing views about gambling external to the club, 

may, therefore, affect their sense of meaningfulness about their duties, their 

perceptions of control over the gambling environment, influence their commitment 

towards the club, and impact on their well-being.  

As a part of service delivery, however, employees are also confronted daily with 

patrons who gamble, some of whom may have a problem in gambling. These 

gambling-related factors that are internal to a club are discussed next. 

Internal Influences 

Patrons who gamble in clubs  

Club employees work in close proximity to, and are required to interact with, 

patrons who gamble. This involvement may cause a number of concerns for 

employees that may affect their empowerment, commitment and well-being. Firstly, 

characteristics of the patrons who gamble may concern staff. Researchers have 

agreed that the predominance of people who are attracted to gambling in clubs tend to 

come from a working class background, and, therefore, are least likely to be able to 

afford to spend money on gambling (Breen et al., 2002; Lowenhar & Boykin, 1996). 

The unemployed, under-educated and lower income earners (Breen et al., 2002), the 

elderly, and the lonely tend to be enticed to the club by the cheap services, such as low 
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priced meals and entertainment. The poker machines, also, often lure people 

who like to gamble, but who lack the competencies to play games of skill like poker and 

blackjack. Poker machines, the predominant form of gambling in clubs, are easily 

accessible, and, as they require no special skills, are easy for anyone to play 

(Productivity Commission, 1999). 

In considering gender differences amongst gamblers, findings by Hing and 

Breen (2001) from a study of female club members in Sydney show that the 

distinguishing socio-demographic characteristics and machine playing behaviours of 

regular male gaming players are very similar to those for regular female gambling 

machine players. Regular female players also appear more likely than non-regular 

gaming machine players to be migrants, young or old, and from lower socio-economic 

groups. Additionally, Thomas (1995) commented that as some women view their 

gambling as a reward for years spent parenting, gambling problems tend to emerge at 

an older age for women than men (Lesieur, 1993).  

 Of particular concern for the empowerment, commitment and well-being of club 

employees may, also, be the gambling behaviours of the patrons. It may feel 

frustrating, and even sad for employees who observe patrons gambling for long periods 

of time, for example, knowing the minimal chances they have of winning. Walker (1998) 

maintained that “there is no legal gambling institution in Australia that offers fair bets” 

(p. 23). Small gambling wins simply buy people more time to gamble, and extend the 

experience of their dreams of a large win, that will allow them to transcend their 

present, and often unfortunate, financial circumstances (Wykes, 1964).  

Further, while the chance of winning and the entertainment value obtained from 

playing are two major motivations for gambling (Productivity Commission, 1999), 

gaming machine players are more likely to play to avoid anxiety (Blaszczynski, Walker, 

Sagris, & Dickerson, 1997). Both Thomas and Lesieur also found that escape from 
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personal anxiety, depression, chronic loneliness and an unhappy home life 

were often given as reasons for gambling amongst female problem gamblers. Findings 

by Hing and Breen (2001) reveal that regular female gaming machine players tend to 

forgo the social side of playing machines to spend more overall, and to be more at risk 

of problem gambling than non-regular female players. Hing (2001) thus commented 

that gambling acts to temporarily anaesthetise a person from his or her problems. 

Identifying a patron who may have a problem in gambling, however, is not a 

simple matter of observation, and may be another area of concern and confusion for 

staff. Most problem gambling definitions maintain there is both a lack of control by the 

gamblers over their gambling behaviour, and, additionally, there are adverse personal, 

social, and especially, financial impacts resulting from the gambling behaviour (Walker, 

1998). Staff members may be aware of what they consider to be problem gambling 

behaviours within the club, spending a lot of money on a regular basis, for example, or 

gambling for long periods. They are less likely to be aware, however, of any of the 

negative effects of gambling outside the club. A problem gambler cannot be identified 

simply by the amount of money spent and lost. Adding to the confusion is the fact that 

there is no clear point at which a recreational gambler becomes a problem gambler, as 

there is a continuum of behaviour with impacts of escalating severity (Productivity 

Commission, 1999). 

Other aspects of patron behaviours may also be stressful for employees, and 

reduce their well-being, their sense of empowerment and attachment to the club. Some 

people, for example, may be demanding of employees, and take for granted what clubs 

do for their members, and the community. In contrast to casinos and hotels, some 

customers may be especially demanding in clubs, as they are also members, and, 

therefore, share holders, and in a position to be nominated for positions on the board. 

Alternatively, other patrons may respond negatively towards staff when they lose 
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money at gambling and blame the club. While some patrons may display 

rudeness, or anger towards staff, others may be visibly distressed over losing their rent 

money.  

Working in close proximity with gamblers and interacting with them may, 

therefore, be stressful for staff members. Their sense of empowerment may also be 

affected, especially when their meaningfulness about their duties is reduced, and they 

feel they have little control over the patrons and the gambling environment. Possible 

staff responses to aspects of the external and internal environment of a club with a 

gambling service, and their impact on staff empowerment, commitment and well-being 

are discussed next. 

Staff Responses to Environmental Stressors 

As a club is a service industry, staff members are required to deliver quality 

services involving adherence to formalised display rules, and control of emotional 

displays, regardless of any concerns, or their emotional state. Solving the problems of 

any emotionally distressing events as they arise may, therefore, not be a realistic 

option (Hochschild, 1979). 

Emotions, nevertheless, can be managed at work in order to meet the display 

rules stated by the organisation (e.g., Ashforth & Humphrey, 1993; Grandey, 2000; 

Hochschild, 1983; Morris & Feldman, 1996). Such management of emotions involves 

emotional labour, a part of the service where employees are required to express the 

emotion a customer expects as part of their duties (Adelmann, 1995)  

While researchers have not agreed on a definition of emotions (Arvey, Renz, & 

Watson, 1998), the term usually refers to physiological arousal and cognitive appraisal 

of the situation (Grandey, 2000). Thus, regulating the arousal and cognitions that 

define emotions allows employees to control their emotional expressions to fit the 
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display rules of the situation. Frequently, this requires them to improvise and 

portray the expected publicly observable facial and bodily displays (Adelmann, 1995). 

Emotional labour is, therefore, a process of emotional regulation operationalised by 

surface and deep acting. The process of deep acting involves managing the feelings by 

regulating how a situation is evaluated. Surface acting involves managing observable 

expressions once an emotion is generated (Grandey, 2000; Hochschild, 1983; Morris & 

Feldman, 1996). 

Emotion regulation occurs at two places (Gross, 1998a, 1998b). The first 

intervening point, corresponding with the emotional labour concept of deep acting, is 

called antecedent-focused emotion regulation. This process allows a staff member to 

regulate the precursors of emotion, such as the situation, or the appraisal, before an 

emotion is generated. Lazarus (1999) maintained that the way a person evaluates an 

event determines the way that person reacts emotionally. Customer service 

requirements prevent staff changing the situation other than by leaving the job or a 

customer interaction situation. Regulating how a situation is perceived is, therefore, 

more applicable to employees working in a service industry. The cognitive change 

reduces a person’s actual emotional arousal state in response to a negative situation.  

Employees working in clubs, for example, may reduce an emotional arousal in 

response to external factors, such as negative community and media attitudes about 

gambling, by regulating how they evaluate the situation. Based on the value 

justification hypothesis (Eiser, 1987), employees may appeal to values, for example, to 

justify their support for gambling in clubs (Kristiansen & Zanna, 1994). Identifying with 

club values that allows gambling to be viewed as a recreational pursuit that patrons 

have a right to pursue for pleasure, may help employees to maintain positive self-

perceptions. Holding positive beliefs that support gambling in clubs is more likely to 

reduce negative emotional reactions in employees. These beliefs also allow employees 

to consider their work as meaningful, which, in turn, serves to promote their attachment 
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to the club, rather than focusing on the needs and values of the people 

directly affected by the negative aspects of gambling.  

To further promote meaningfulness, loyalty to the club, and minimise negative 

emotional arousal, employees may also choose to believe their own club’s decisions, 

values and attitudes as more morally competent. They may also criticise groups they 

consider are threatening, such as the media and welfare groups, by attributing 

different, lesser values to such groups. A group targeting problem gambling in clubs, 

like the media, for example, may be perceived to lack integrity, and be sensationalising 

for the purposes of a good story (Kristiansen & Zanna, 1994).  

Employees may also reduce a negative emotional arousal state and maintain 

meaningfulness, and a sense of control over the gambling environment, by regulating 

how they perceive gambling-related factors internal to a club, such as patrons who 

gamble. Employees, for example, may decrease conflict between club responsibility 

and patron responsibility for problems associated with gambling by attributing the 

cause of the problem behaviour to some characteristic of the customer, something like 

a lack of self-discipline, or an addictive personality. Such an appraisal may reduce 

negative emotional arousal for employees and be more conducive to maintaining 

positive self perceptions, than attributing blame to external causes, such as the 

accessibility of poker machines in clubs (George & Jones, 2002b). This is despite 

research indicating that the prevalence of problem gambling is directly related to the 

degree of accessibility of poker machines (Productivity Commission, 1999).  

By working and interacting in close proximity with patrons in clubs, employees 

are, nevertheless, confronted with the characteristics and gambling behaviours of 

patrons, which may trigger negative emotional reactions. Lazarus (1999) assumed that 

emotional reactions are intricately tied to a subjective appraisal of an event, and that an 

initial appraisal concerns whether or not what is happening is relevant to one’s values 
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and beliefs. If the event is considered threatening to one’s values and belief 

system, then a negatively toned emotion is elicited. Taylor (1991), also, argued that 

negative events have asymmetrical effects to positive events. This means that events 

that are perceived to be threatening or adverse produce stronger subjective feelings of 

affect by eliciting more physiological, affective, cognitive and behavioural activity, and 

trigger more complex, cognitive analysis than positive, or neutral events.  

Thus negative events tax individual resources at every level of responding. 

When directly faced with a upsetting situation, such as a patron who is visibly 

distressed about losing all his rent money, for example, employees may question their 

values, and those of the club, which may reduce the meaningfulness of their duties, 

their well-being, and their attachment to the club. Spreitzer, Kizilos and Nason (1997) 

maintained that it is necessary for work activities or events to be compatible with the 

value system of employees for employees to feel empowered. Employees may also 

feel a lack of control over the patrons who gamble, and feel helpless to stop those who 

are perceived to have a problem in gambling.  

The second intervention point of Gross’s model of emotion regulation, therefore, 

occurs once an emotion is generated. When employees are confronted by a situation 

or event that triggers a negative emotional response, they are then required to 

manipulate how they express that emotional response at work, by modifying the 

observable signs of emotions. This manipulation may involve enhancing, faking, or 

suppressing emotions to modify the emotional expression (Gross, 1998b). Called 

response-focused emotion regulation, it corresponds with the concept of surface acting 

(Grandey, 2000).  

Surface acting, or response focused emotion regulation may be desirable to 

organisations so that the customers always see the expressions that are mandated, 

even when the employee may feel upset, or feel a loss of control, or reduced meaning 
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in working at the club. An employee, for instance, may smile although he or 

she is feeling upset. Alternatively, when customers are demanding of employees, those 

events may trigger feelings in the employees of anger, or perhaps loss of control over 

the work environment. The employees, however, work to suppress the anger and upset 

feelings, and display an acceptable expression suitable for service delivery (e.g., 

compassion).  

While emotional labour can, therefore, be functional in performance measures, 

the management of emotions through acting may have detrimental outcomes for 

employees (Grandey, 2000). Gross (1998b) claimed that emotional labour should 

relate to stress due to the physiological demands of emotion regulation. Surface and 

deep acting techniques may result in the required emotional expression, but the 

physiological emotional response may still be active and negatively impact on a 

person’s well-being.  

There is support for the relationship between emotional exhaustion and 

managing emotions at work (e.g., Grandey, 2000; Hochschild, 1983).The bigger the 

emotional gap, or emotional conflict between an employee’s feelings and role 

expectations, the more labour is required to bridge it (Hochschild, 1983). Additional 

events that induce emotions discrepant from display rules also result in more effort to 

regulate emotions, and so have a cumulative effect on stress and well-being. As 

resources gradually wear away over time and become depleted, employees may 

experience emotional exhaustion, an accompanying negative attitude, and eventually, 

burnout (Lee & Ashforth, 1996; Maslach, 1982; Wharton & Erickson, 1993). 

Research has not examined the influences on employees who work in an 

organisation that provides a gambling service, nor has research examined staff 

responses to these possible environmental challenges The current study redresses this 

situation by exploring the factors related to the provision of gambling services in the 
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Queenland club industry that may impact on the empowerment, commitment 

and well-being of its employees. 

Conclusion 

This chapter has presented literature to show that environmental challenges 

associated with the type of service delivered in an organisation may influence the 

empowerment, commitment and well-being of employees who provide the service. 

Employees who provide a gambling service, for example, may be affected by external 

factors such as community and media attitudes to gambling. Within the club, those 

patrons who gamble are potential stressors for employees by their characteristics and 

behaviours, especially those that may have a problem in gambling.  

The chapter has also included the different ways that employees may respond 

to different challenges. They may respond to a situation, internal or external to a club 

that threatens their value system, for example, by regulating how they appraise the 

situation to ensure their value system and their self-perceptions remain balanced, and 

emotional arousal is minimised. Alternatively, when employees are confronted with a 

situation that generates a negative emotional response, like demanding or distressed 

people, emotional labour is required to suppress their negative emotions so that they 

display acceptable expressions suitable for service delivery. Nevertheless, employees’ 

sense of empowerment may be reduced, their commitment to the organisation 

lessened and their level of emotional exhaustion increased. 

Chapter 4 now presents literature to show that culture and climate-based 

resources may be effective in influencing employee responses to events and contribute 

to their empowerment, commitment, and well-being. 
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CHAPTER 4 

THE IMPACT OF ORGANISATIONAL RESOURCES ON THE EMPOWERMENT, 
COMMITMENT AND WELL-BEING OF EMPLOYEES WORKING IN A GAMBLING 

INDUSTRY 

The previous chapter introduced literature about the gambling-related 

challenges of the internal and external environment of a gambling industry, and 

examined the impact these factors may have on employee empowerment, work 

attitudes and well-being. 

The present research program also explores organisational factors that may act 

to enhance the empowerment, commitment and well-being of employees who work in a 

gambling environment. This chapter introduces literature to show a number of 

organisational resources that may act as sources of support for employees who work in 

a gambling environment, positively influence their responses to events, and encourage 

their empowerment, commitment and well-being.  

Organisational culture and climate provides a means of identifying some 

aspects of the work environment that may act as resources for employees. The chapter 

begins by differentiating culture and climate and then introduces literature to show how 

aspects of culture may act as a support for employees who work in a gambling 

environment. The chapter next defines and clarifies the construct of climate, and 

explores climates with a specific focus, especially relevant to a service industry. 

Climate-based resources that enrich work environments and promote attitudes and 

behaviours in employees that are beneficial at an individual and organisational level 

are then explored.  
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The distinction between climate and culture 

Researchers such as Schneider (2000) have maintained that as two 

complementary constructs, overlapping yet distinguishable, climate and culture both 

serve to identify and understand the environment that affects the behaviour of people in 

organisations. Because of the considerable overlap of climate and culture studies, 

Denison (1996) argued that it is not clear that culture and climate studies examine 

distinct organisational phenomena. In fact, in many studies, Katz and Kahn (1978), for 

example, researchers have indicated that the terms climate and culture have been 

used interchangeably (Davidson, 2000).  

In attempting to differentiate the culture and climate constructs, Denison (1996) 

emphasised that culture research focuses more on the deep underlying values, beliefs 

and assumptions and is concerned with the evolution of social systems over time. 

Climate studies have shown less concern with the evolution aspect, and more interest 

in the impact that those organisational systems have on groups and individuals. That 

is, they target employees’ shared perceptions of observable events, practices and 

procedures that are closer to the surface of organisational life.  

The relationship between climate and culture has been conceptualised by 

researchers such as Ashforth (1985) and Moran and Volkwein (1992), by viewing 

culture as the framework that guides and informs the climate of an organisation, 

allowing it to develop and achieve enduring quality. The underlying assumptions and 

values in the culture of the organisation are, therefore, behind the perceptions and 

inferences of the organisation. Schein (2000) argued that climate, as a cultural artifact, 

does not explain itself, and that to understand climate fully, one needs to draw on the 

values and assumptions of an organisation. The beliefs and assumptions embedded in 

the culture of the club industry are discussed next. 
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Cultural beliefs about the provision of services in the club industry 

It is likely that the beliefs held by employees in the club industry about the 

provision of its services have been influenced in a number of ways. Schein (1996; 

2000), for example, highlighted the importance of understanding the influence of 

historical events as a way of understanding social phenomena. The fact that 

employees of the club industry believe that it provides services that are considered 

leisure pursuits to benefit the community is reinforced historically through the original 

social contribution of clubs to the community. That is, clubs were established on a non-

profit basis, to provide people the opportunity to congregate, socialise and pursue 

common interests (Clubs Queensland, personal communication, 10 May, 2002).  

The founders of the club industry and their personal values and beliefs, are also 

likely to have been influential in setting the scene for the way the culture, value system, 

and attitudes have developed (George & Jones, 2002a). Culture, viewed from an 

integration perspective (Martin, 1995), for example, confirms the influence of the 

founders of an organisation on its culture. This view also holds that people in the 

culture share a common set of values that are clearly understood by the people 

identifying themselves with the culture (Payne, 2000).  

To maintain cohesiveness of the norms and values established in the culture of 

an organisation, a number of researchers (e.g., Vandenberghe, 1999; Walsh, Craik, & 

Price, 2000) have emphasised the importance of the development of a close person-

environment fit. Vandenberghe found that employees adapt and adjust better to their 

work environment when they perceive that an organisation’s characteristics match their 

personal orientations. People are, also, more likely to find their work meaningful and 

continue working in an organisation when their value profiles are similar to that of the 

employing organisation. Club industry employees who perceive their values and 

attitudes match those of the industry are also more likely to experience a sense of 
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meaningfulness about their duties and feel committed to their organisation 

(Spreitzer, 1996). 

Schneider, Smith and Goldstein (2000) developed a theoretical framework of 

organisational behaviour that explains how value congruence between employees and 

their organisation is formed. Schneider and his colleagues maintained that, based on 

the mechanism of person-environment fit (Schneider, 1987), three interrelated dynamic 

processes – attraction, selection and attrition, influence the kinds of people making up 

an organisation. Applying these processes to the club industry, initially, certain types of 

people with certain attitudes and values are attracted to work in the club industry. 

Based on selection strategies, there is also an inclination for managers to encourage 

the hiring of people who not only have the required competencies, but display 

compatibility with organisational values, attitudes and interests. Attrition occurs when 

those staff members who perceive that their own values are incompatible with those of 

the club’s value system leave. 

Culture, however, is a dynamic and perpetually evolving system, and, as such, 

is subject to change and adaptation through key defining events (Schein, 2000). It is 

thus likely that the set of assumptions defining the culture of the club industry were 

challenged, when, in 1992, the type of services available in clubs expanded. Prior to 

this time, clubs were mostly small, making only a minimal economic impression on the 

environment in which they operated. The commencement of rapid growth in club 

facilities and expansion in club services, however, coincided with the introduction of 

gaming (poker) machines. These machines were introduced into clubs for the purpose 

of boosting the deficient financial situation of the club industry (Productivity 

Commission, 1999). Because of the nature of the flourishing, but controversial service, 

and the impact of negative community attitudes towards it, it is likely that beliefs about 

the provision of services in clubs were challenged creating a possible imbalance. 
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Nevertheless, people have a need to maintain a balanced or 

congruent belief system, and the primary impetus for any changes in attitudes are 

postulated to be a need to maintain and enhance positive self-conceptions (Grube, 

Mayton, & Ball-Rokeach, 1994). Utilising belief system theory (Rokeach, 1973), Grube 

and colleagues proposed that people continually strive to act in ways that are, or at 

least appear to others to be, as moral and competent as possible. These researchers 

also argued that unless an attitude change occurs in the direction that is consistent with 

existing values and self-conceptions it will not endure. 

In considering how people within a cultural system adapt and evolve, and 

regain consistency, and a positive self perception, a number of theories have been 

proposed that serve to explain how people resolve dilemmas, overcome dissonance, 

and regain balance in their belief systems. Kristiansen and Zanna (1994), for example, 

asserted that once formed, attitudes may produce self-serving biases. These biases 

then affect both the selection of values that people consider are relevant to an issue, 

and the open-mindedness of their reasoning about it. Drawing on the value justification 

hypothesis (Eiser, 1987), Kristiansen and Zanna postulated that people may appeal to 

values to justify or rationalise their attitudes toward an issue - gambling, for example. 

Applying this hypothesis to the cultural evolution of the club industry, it can be argued 

that certain values are prioritised, such as freedom and pleasure (Schwartz, 1994). 

These values serve to reinforce traditional attitudes, and justify the gambling service as 

one that provides legitimate leisure pursuits. The assumption that people have the 

freedom to choose to gamble for pleasure if they choose becomes part of the set of 

assumptions within the culture, allowing it to adapt to the provision of the gambling 

service.  

Similarly, the process to regain consistency in the underlying set of beliefs held 

within the culture of the club industry, allowing people within that system to support 

gambling in clubs and to find their work meaningful can also be clarified through the 
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work of Kristiansen and Zanna (1994) who drew on the hierarchy of methods 

of resolving belief dilemmas (Abelson, 1959). This theory holds that people attempt to 

resolve a dilemma by denying any negative aspects of an object, and then bolstering 

the desired object by associating it with positive attributes. Gambling activities in the 

club industry, for example, tend to be considered more positively when gambling 

revenue is used for a so-called higher purpose (McMillen, 1996). 

It is therefore likely that the evolving culture of the club industry further adapted 

to gambling activities by including in its underlying set of assumptions the belief that the 

gambling service serves a higher purpose because gambling revenue allows the club 

industry to benefit society, not only socially, but also through a significant economic 

contribution. Gambling taxes, for example, are used for the social development of 

people through their contribution of 23% of total gaming taxes to the Sport and 

Recreation Benefit fund, and 8.5% to the Gaming Machines Community Benefit fund. 

Such funds are used to finance many social projects for Queensland communities. The 

club industry, in addition, is required to contribute 1.4% to the Gross State Product 

every year from gambling revenue (QOGR, 1998-2002).  

Further, the belief that gambling serves a higher purpose is reinforced through 

the  financial assistance provided by clubs to their local community. Clubs Queensland 

(personal communication, 10 May, 2002) have maintained that the club industry returns 

over $200 million as community contributions to local communities in levies, 

sponsorships and donations every year. The money is used for purposes such as 

building and caring for community facilities, organising and hosting social events, 

providing books, sporting gear, medical equipment to hospitals, schools, rescue 

services, and youth groups. Clubs also deliver training, and make available labour for 

community activities often without charge. As no individual or group is allowed to make 

a personal profit from the operations of a club, the net proceeds, in addition to assisting 
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the local community, are expended on the provision of facilities and services 

and other club benefits.  

This section has explored a number of factors relating to the establishment and 

maintenance of the set of beliefs embedded within the culture of the club industry about 

the provision of services. The culture, as an evolving system serves as a framework 

that allows the people within that system to maintain positive self perceptions, and 

guides and informs the organisational climate, discussed next. 

Organisational climate 

A consistent finding in the literature (e.g., Fisher et al., 1995) is that the climate 

of an organisation affects employees and provides a frame of reference through which 

employees make sense of their organisational life. While consensus on the definition of 

climate has proved elusive, organisational climate has much to offer in terms of its 

ability to explain the behaviour of employees (Davidson, 2000). 

Climate researchers have broadly viewed climate as the characteristics that 

describe the personality of an organisation and influence the behaviour of its members 

(James & Jones, 1974). People, however, are not passive recipients of their 

environments. Climate is considered the subjective world of the organisation, where 

employees base their interpretations of a situation on their perceptions, rather than on 

some objective reality. Employees, therefore, actively perceive their work setting and 

attach meaning to the patterns of activities they experience (Spreitzer, 1996).  

Numerous studies have also shown that people agree in their perceptions of a 

setting, with different parties to that setting, employees and customers, for example, 

converging in their perceptions (Schneider, 2000). Organisational climate then, 

represents the collective perceptions of employees about their organisation, and, being 

produced by member interaction, is claimed to be a relatively enduring and unique 

characteristic of an organisation (Moran & Volkwein, 1992). 
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Because employees actively perceive their environments, their 

perceptions of their workplace have a powerful influence in shaping their work-related 

attitudes and beliefs, with their resultant behaviours considered a function of their 

perceptions of the organisational climate (Schneider, 2000). Empirical studies have 

claimed that climate has a considerable impact upon organisational effectiveness 

(James & Jones, 1974; Schneider, Gunnarson, & Niles Jolly, 1994). 

Climate, however, is an abstraction, constructed and identified from the 

perceived pattern of attitudes, behaviours and experiences of a situation. As a gestalt, 

climate is a whole inferred from the presence of parts, and as such, it is not measured 

directly, but from the dimensions defining it (Schneider, Bowen et al., 2000). 

There is also some dispute about whether climate is an organisational or an 

individual level attribute. Glick (1985) said that researchers concerned with individual 

perceptions have focused on psychological climate, whereas organisational climate is 

investigated when organisational attributes are of interest. The term organisational 

climate connotes an organisational unit level of analysis. It does not refer to the 

individual, or sub-unit. 

 The debate on the unit of theory as being the organisation is strengthened by 

the common and legitimate practice of aggregating the psychological climate scores 

(Schneider & Reichers, 1983). This practice provides a mechanism for relating the 

construct of psychological climate at the individual level of analysis, to another form of 

the construct, at the group or organisational level. The basic unit, however, is 

psychological analysis (Joyce & Slocum, 1984). The argument given by James and 

Jones (1976) for aggregating perceptually based climate scores (psychological climate 

scores) rests on the assumptions that psychological climate scores describe perceived 

situations, and that individuals exposed to the same set of situational conditions 
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describe these conditions in similar ways. Aggregation also emphasises 

perceptual similarities, and minimises individual differences.  

In support of the aggregation of perceptually based climate scores, James, 

Joyce and Slocum (1988) agreed that the individual is the basic unit of theory for 

organisational climate (aggregated psychological climate) because “it is individuals and 

not organisations that cognise” (p. 130). Ashkanasy, Wilderom and Peterson (2000) 

also emphasised that people, as organisational members, need to be considered in a 

social context. When the focus is given in an organisation to individual perceptions, this 

is not the study of unique perceptions of each person uninformed by others. A climate 

evolves because multiple individuals are influenced by some of the same experiences 

and situations. Because people communicate with each other about their 

interpretations of these experiences, the perceptions of one person thus shape the 

perceptions of others.  

Organisational climate research, therefore, investigates how employees 

experience the various aspects of their work experiences and the outcomes of how 

they process and attach meaning to these situations. Because survey questions 

answered by individuals are simultaneously being answered by collectives, quantitative 

survey-based methods, designed to reflect generalised concepts, and allow for reliable 

statistical documentation of employee experiences of different aspects of their work 

lives, have tended to be the predominant choice for studying organisational climate 

(Ashkanasy et al., 2000).  

A climate for something   

With the claims of climate as a multidimensional construct, extensive research 

has been directed at categorising observable organisational practices and procedures 

into analytic dimensions (Ashkanasy et al., 2000; Denison, 1996; James & James, 

1989; Jones & James, 1979; Katz & Kahn, 1978; Lindell & Brandt, 2000; Reichers & 
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Schneider, 1990; Ryder & Southey, 1990; Schneider, 2000). There has also 

been considerable discussion about an omnibus theory of climate. Schneider (2000) 

and Schneider & Snyder (1975), for example, argued consistently against the 

indiscriminate use of the term organisational climate and maintained that at the generic 

level, climate is too vague because the climate construct has so many potential facets 

as to not have any focus at all. The results from the measurement of such a construct 

are, therefore, similarly vague and inconclusive.  

Schneider (1975) alleged that organisations have many climates, and it is not 

possible to focus on all of these at the one time. Consequently, he and his colleagues 

(e.g., Schneider et al., 1980) concluded, that to be effective, organisational climate 

needs a clear and specific focus. To be meaningful, it needs to refer only to an area of 

research interest, and not to a general construct with a questionable number of 

dimensions (Schneider & Reichers, 1983). Thus climate research needs to be “a 

climate for something” (Schneider, 1990; Schneider, Bowen et al., 2000, p. 26).  

A number of researchers indeed have focused on a climate for something. The 

concept of climate can be traced back to the work of Lewin, Lippitt and White (1939), 

who examined leadership styles and social climate. Taylor and Bowers (1973) focused 

on creativity, Delbecq and Mills (1985) addressed innovation, and Schneider (1973; 

1990) was the first researcher to study a climate for service. More recently, Crom and 

France (1996) outlined the consequences of a climate of fear and researchers such as 

Jones, Martin, Bordia, Callan & Gallois (2000) addressed a climate for change. 

As employees who deliver a gambling service work in close proximity and 

interact with patrons who gamble, a climate for service is a key focus of the present 

research program, and is discussed next. 
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A climate for service  

 A climate for service is about a special type of organisational climate 

(Schneider, Bowen et al., 2000). It refers to the sense that staff, and those who 

associate with a service industry (e.g., patrons), have with regard to the service quality 

emphasis of that service industry. With the ongoing search for a sustainable 

competitive advantage, service industries have thus become more focussed on service 

and product quality (Berry, 1995; Lei & Greer, 2003; Schneider et al., 1998). 

 The climate for service created by an organisation for its employees is related 

to their attitudes and behaviour, which, in turn, impact on the climate for service 

experienced by customers (Schneider, 1973; Schneider, Ashworth et al., 1996; 

Schneider & Bowen, 1985; Schneider et al., 1998). The climate experiences reported 

by employees are thus validated by the experiences of the customers they serve. 

Schneider (1973), in his research related to the banking industry, commented that the 

climate the service employees of a bank created for customers is an extension of the 

climate that the bank management created for the employees. He argued that a strong 

mutual relationship exists between customer and employee perceptions, with 

customers experiencing what employees are feeling.  

A service is characterised by the dimensions of intangibility, simultaneity and 

co-production (see Chapter 3). These characteristics create, for both employees and 

customers, sets of circumstances that can be very different from those associated with 

the production and delivery of goods, and create difficulty in exercising quality control 

over the service process (Schneider, 1990). For instance, because of the relatively 

intangible nature of a service, where the service and the delivery are co-equivalent, the 

essence of it is contained in the delivery. As a service (as a customer experience) 

tends to yield little tangible evidence to be useful as a basis for evaluation, more 

reliance has been given to the ambience of a service setting in sending a quality 

message for customers. This contrasts with quality control over the delivery of goods, 



 72

 

where the outcome, being tangible, is more easily controlled, for example, 

through a supervisor being present, or removing damaged products prior to delivery to 

the customer (Schneider, Bowen et al., 2000) 

The elements of unpredictability and uncertainty add further difficulty in 

exercising quality control over a service outcome, because a service tends to be 

produced and consumed simultaneously. This means that customers are often actively 

involved in producing the services they consume (e.g., playing poker machines). The 

co-production element of a service also requires that because employees and 

customers share a common space, they are in close proximity to one another both 

physically and psychologically. The possibility exists, therefore, that employees may 

experience heavy interpersonal demands as they interact with customers (Schneider, 

Bowen et al., 2000) 

In the absence of the ability to directly control the outcomes of service delivery, 

the management of a service organisation must rely, therefore, on employee attitudes 

and behaviours, and the organisation influencing these attitudes and behaviours, to 

deliver quality service (Davidson, 2000; Schneider et al., 1994). Such reliance on 

employees to deliver services suggests that an organisation should do everything 

possible to enhance a service climate, by guiding employee attitudes and behaviours to 

ensure a quality customer service (Davidson, 2000).  

In an attempt to improve the quality of the service process, significant amounts 

of money, time and effort have been spent on programs such as Total Quality 

Management (TQM). Researchers such as Napier (1997) were adamant, however, that 

on the whole, these expenditures are wasted, because such programs have not been 

successful. Harley (1999), for example, found that a variety of ‘empowering’ 

organisational practices such as TQM do not lead to the perception of enhanced 
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autonomy in workers. Napier, in fact, maintained that 63% of those 

organisations surveyed with TQM programs claimed they failed to make a significant 

impact.  

Napier explained that the failure of programs like TQM is due to their focus on 

the pure mechanics of implementation. Without the “supporting behaviours quality 

systems either get bastardised to the stage that they are rendered useless or are 

simply doomed to failure” (p. 7). Schneider, Bowen, et al (2000) added, that it is very 

difficult to train employees to deliver better service at a technical level (smile more, call 

a customer by his or her name, make eye contact) without the total pattern of important 

organisational activities for quality of service being in place first. Davidson (2000) 

maintained that quality programs can be successful only when there is genuine staff 

and management commitment to them. Thus, developing the appropriate climate of the 

organisation that will help create commitment in employees is a prerequisite to service 

quality.  

A climate for employee welfare 

Research into climate by James and James (1989) showed that a particular 

environment, as described by its climate, is capable of benefiting the well-being of the 

people exposed to it. Harris and Mossholder (1996) found that organisational climates 

characterised as supportive and people-focused are associated with affective 

outcomes such as organisational commitment. Vallen (1993) provided clear evidence 

of the link between organisational climate and the burnout of staff.  

The organisational environment can also have a powerful influence on 

employee perceptions of empowerment (Thomas & Velthouse, 1990). A participative 

climate, for example, one which “recognises the critical value of human capital to the 

success of an organisation” by respecting employees, and acknowledging their 

contribution, facilitates perceptions of empowerment (Spreitzer, 1996, p. 487). 
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Employee empowerment, in turn, is advocated as especially 

important to the delivery of services (Chebat & Kollias, 2000) and is associated with 

positive affective, behavioural, and organisational work outcomes (Ashcraft & 

Kedrowicz, 2002; Fulford & Enz, 1995; Savery & Luks, 2001). Parker and Price (1994), 

for example, found that as a result of feeling empowered, employees tend to feel less 

anxious, and cope better with adverse events, thus reducing the risk of burnout 

(Froiland, 1993).  

Researchers such as Schneider, Brief and Guzzo (1996) and Shea (1996) have 

emphasised that the aspects of climate that promote the well-being of employees by 

helping them to feel valued and respected, for example, are important to service 

delivery. Employees need to feel that their own needs have been met within the 

organisation before they can become enthusiastic about meeting the needs of 

customers. When employees encounter organisational practices that help them to feel 

respected and appreciated by their organisation, they create, because of their more 

positive attitudes and behaviours, a more positive experience for customers. 

 Management emphasis on ensuring that the work attitudes and behaviours of 

employees are conducive to the delivery of high quality service is therefore vital to the 

effectiveness of the organisation (Chebat & Kollias, 2000). Schneider (1990) stressed 

that management practices need to include the foundations for employees to enable 

them to deliver quality services to consumers. This means that behind service climate, 

it is important to develop another climate where the conditions that promote a service 

climate may exist. Schneider and Bowen (1993) proposed that management, in its 

pursuit of service quality, needs to create two related, but different climates – a climate 

for service, and a foundation climate for the well-being of employees. The foundation 

issues for the health and well-being of employees refer to contextual factors that 

sustain the behaviour of employees. A climate for service thus rests on the provision of 

fundamental organisational support for employees in the way of resources, managerial 
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practices and supportive supervision that assist them to perform their duties 

effectively (Schneider et al., 1998). 

There are a number of resources that an organisation can provide to promote a 

climate for employee welfare that fosters both employee empowerment and 

commitment and minimises the process of burnout. Social support, for example, is a 

key organisational resource found in the literature that serves as a source of respect 

and appreciation for employees (Cobb, 1976), and focuses on the quality of 

interpersonal relationships an employee has with co-workers, supervisors and the 

organisation (House, 1981). McIntosh (1991) defined social support as resources 

(actual or perceived by a person) that are available from one or more others. These 

resources include relational provisions of attachment, social integration, opportunity for 

nurturance, reassurance of worth, and guidance in problem solving. 

As an aspect of communication, social support serves a number of beneficial 

functions (McIntosh, 1991). Theoretically, social support benefits workers by helping 

individuals cope with the negative effects of stressors (Bliese & Britt, 2001). Findings 

by Kumari and Sharma (1990) show that those employees reporting high levels of 

social support perceived less stress in their organisational roles, and an improved level 

of well-being and work attitudes than their counterparts, who reported lower levels of 

social support.  

Receiving social support also tended to enhance employee perceptions of 

empowerment by facilitating their appraisal of situational control and sense of 

meaningfulness (Corsun & Enz, 1999; Thoits, 1986). Support also fosters employees’ 

belief in their ability to perform their duties effectively, thus facilitating a sense of feeling 

enabled (Conger & Kanungo, 1988; Thomas & Velthouse, 1990). Brown and O’Brien 

(1998) showed that workers who experience job competence, who regard their duties 

as meaningful, and are actively involved in implementing a variety of strategies in their 
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duties, are likely to experience reduced negative burnout symptoms, 

especially when accompanied by high levels of support.  

The type of support (affective, instrumental, informational and appraisal) has 

been consistently identified as an important dimension of social support (House, 1981). 

Affective support consists of intangible forms of support, such as social recognition, 

and the expression of emotional concern, that offers caring, listening or advice. 

Instrumental support refers to tangible forms of support, such as the provision of 

practical help in solving problems (Bailey, Wolfe, & Wolfe, 1996; Swanson & Power, 

2001). Informational support includes directives or suggestions, while appraisal support 

includes affirmation or evaluative feedback (Nelson & Quick, 1991).  

Many supportive interactions, however, tend to fulfil more than one function 

(Swanson & Power, 2001). Searle, Bright and Bochner (2001), for example, found that 

higher levels of informational support led to stronger perceptions of emotional support, 

while higher levels of emotional support led to stronger perceptions of informational 

support. The overlap between these two forms of support suggests that the two 

constructs are closely related in practice. Although they may not be interchangeable, it 

does mean that comparisons between them are difficult.  

The source of workplace support has been identified as another important 

dimension of social support (House, 1981). The empowerment and work attitudes of 

employees, may, therefore, be enhanced, and burnout reduced, when employees 

develop supportive relationships with such sources of workplace support as the 

organisation, supervisors, and peers (Corsun & Enz, 1999; Keller & Dansereau, 1995; 

Parker & Price, 1994).  

Employees’ perception of support by their organisation, for example, may help 

them develop global beliefs concerning the extent to which the organisation, its chief 
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executive officer (CEO) or its executive officers value their contributions, and 

care about their well-being (Eisenberger et al., 1986; Yoon & Thye, 2000).  

An organisation that is perceived as supportive, respectful and trusting of 

employees, and values their contributions, is a viable mechanism for enhancing 

employee work outcomes (e.g., Eisenberger, Cummings, Armeli, & Lynch, 1997; 

Eisenberger et al., 1990; Eisenberger, Stinglhamber, Vandenberghe, Sucharski, & 

Rhoades, 2002; Rhoades & Eisenberger, 2002) such as commitment (Eisenberger et 

al., 1990; O' Driscoll & Randall, 1999) and burnout (Brown & O'Brien, 1998). 

Provided employees perceive they are supported and appreciated by 

management, they may incorporate organisational membership into their own self-

identity, develop an emotional bond to the organisation, and interpret the organisation’s 

gains and losses as their own (Kaufman et al., 2001). Employees, also, tend to create 

evaluation biases in judging the organisation’s actions and characteristics, through an 

increased internalisation of the organisation’s values and norms (Eisenberger et al., 

1990) that increases employee performance (Gerstner & Day, 1997), particularly 

citizenship behaviour or contextual performance (Kaufman et al., 2001; Wayne, Shore, 

& Linden, 1997). Vandenberghe (1999) asserted that employees adapt and adjust 

better to a work environment, and are more committed when they perceive that their 

personal orientations match those of the organisation.  

As a result of the increased emotional attachment to their organisation when 

employees feel supported and trusted by their organisation, they are, also, more 

inclined to reciprocate by performing in accordance with supervisory and organisational 

preferences (Parker & Price, 1994). Alternatively, in considering the failure of TQM 

programs, Tice (1993) claimed that all too often the human side is either ignored 

altogether, or given fleeting attention. Meudell and Gadd (1994), for example, found 
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that only 4% of the people in an organisation considered that management 

had displayed a positive attitude towards them.  

By an organisation providing support for its workers, it may, therefore, realise 

benefits in organisational effectiveness and productivity without experiencing an 

increase in labour costs (Baruch Feldman et al., 2002; Kaufman et al., 2001). 

Perceived voluntary support from the organisation raises an employee’s expectancy 

that the organisation will reward greater effort towards meeting organisational goals 

(Eisenberger et al., 1997). When employees perceive that management respects and 

values them, it is the overall organisation that is the target of employee repayment, 

rather than a specific individual or co-workers.  

When a service-oriented organisation provides the resources that foster the 

welfare of both the employees and patrons, it is, additionally, investing in the 

development of strong social exchange relationships between employees, their 

supervisors, as well as patrons (Wayne et al., 1997). Effective communication with 

supervisors is especially important as they have power to influence employee attitudes 

and behaviour (Larkin & Larkin, 1994). Supervisor support, defined by Griffin, Patterson 

and West (2001) as the extent to which supervisors provide structure, encouragement, 

information and feedback to employees in their work environment, is an important 

resource that directly affects the entire work experience, and positively influences 

affective work outcomes, such as commitment (Gerstner & Day, 1997).  

Employees who feel supported by their supervisors tend to experience 

enhanced empowerment through an increased sense of meaning, and competence in 

performing their duties (Sparrowe, 1994), and, in particular, an increased perception of 

control (Gomez & Rosen, 2001). Researchers (e.g., Keller & Dansereau, 1995; Parker 

& Price, 1994) have claimed that when employees perceive they are trusted to control 

how their duties are performed, they feel more committed. Employees who perceive 
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they have more control over how their work duties are performed, 

additionally, tend to have reduced burnout symptoms (Froiland, 1993). 

An empirical relationship also exists between supervisor support and 

organisational support, although they are two distinct constructs, and load on separate 

factors (Kottke & Sharafinski, 1988). Supervisors tend to act as representatives of the 

organisation, and therefore, employees’ perceived supportive treatment by a supervisor 

also reflects perceived support by the organisation (Rhoades & Eisenberger, 2002; 

Yoon & Thye, 2000).  

Special focus needs to be given to the supervisor-employee relationship in 

service industries to reflect the impact of the relationship between service employees 

and customers (Corsun & Enz, 1999). Employees tend to model their supervisor’s 

supportive behaviour towards them in their relationship with others, such as with co-

workers, and the patrons (Packard & Kauppi, 1999). As employees’ work relationships 

create a particular reality that guide and direct them, support-based relationships result 

in empowered workers who are better able to assist each other, and to provide a high 

quality service for patrons (Corsun & Enz, 1999).  

A service-oriented climate where employees are encouraged to relate well to 

both each other and to the patrons, helps to provide a “sense of community” which 

Schneider, Gunnarson and Niles-Jolly (1994, p. 23) believed employees value. 

Employees also want mutual commitment in the form of relationships ruled by more 

than an economic interest (Grenny, 1993). The nature of the relationships between 

employees, and between employees and patrons, can, also, provide employees, 

especially in service-related climates, with a level of certainty, control, and a sense of a 

community of service. These relationships are, additionally, characterised by a strong 

sense of shared purpose about meeting the needs of the patrons (Schmalensee & 

Gust, 1995).  
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Organisational climates that are customer oriented, and emphasise 

quality service delivery, are associated with affective work outcomes for employees. A 

number of researchers (e.g., Argyris, 1964, 1973; Van Dyne, Graham, & Dienesch, 

1994) have maintained that if employees perceive that their organisation holds socially 

desirable workplace values, such as the provision of quality services, or participation, 

for example, they are more likely to become attached to it. Customer service 

orientation is also associated with high levels of organisational performance (Wiley & 

Brooks, 2000). 

Overall, the literature introduced in this chapter has shown that aspects of 

climate may act as resources for employees who work in an organisation that provides 

a gambling service, and, additionally, may serve to counteract any negative gambling-

related factors examined in Chapter 3 by enhancing a climate for employee welfare. 

Eby, Adams, Russell and Gaby (2000) maintained that it is the environmental 

influences that contribute more to employee attitudes and responses to events than 

individual attempts by employees to influence how their work situations are perceived. 

Nevertheless, not all aspects of climate equally influence the attitudes of employees. 

Qualitative research can, however, inform researchers which elements of an 

organisation’s work environment are more salient to employees (Schein, 2000). 

Bartunek & Seo (2002) argued that qualitative approaches are often helpful, and, in 

fact, often necessary for exploring the local meanings of a phenomena, and help 

provide understanding of the underlying dynamics associated with variables.  

Conclusion 

To gain competitive advantage in service industries, research has focused on 

the provision of improved quality customer service. It is acknowledged that the attitudes 

and behaviours of employees who deliver a service can impact on the experience of 

the service by customers. Research, however, has not examined how the salient 
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factors, both internal and external to an organisation which provides a 

gambling service, impact on employee empowerment, commitment and well-being.  

Chapter 3 showed that considerable research has been conducted into many 

aspects of gambling, mostly involving the gamblers, and the socio-economic problems 

associated with gambling. Research, however, has not identified the potential negative 

factors in the internal and external environment of a gambling industry, such as 

community and media attitudes, people demands, and patron behaviours, that may 

impact on the empowerment, commitment and well-being of employees who deliver a 

gambling service.  

The present chapter has introduced literature to show that the internal 

environment of an organisation impacts on employees, through climate, for example. 

No research, however, has examined the organisational resources in a gambling 

industry that may contribute to a climate for employee welfare, and influence employee 

empowerment, commitment and well-being. 

A key objective in the present research program, therefore, is to identify, on the 

one hand, the potential negative factors in the internal and external work environment, 

specific to a gambling industry. It is of equal interest, on the other hand, to identify the 

potential positive organisational factors, or resources, that contribute to a climate for 

employee welfare, and to examine the influence these challenges and resources have 

on employee empowerment, commitment and well-being. 

The next chapter discusses the major methodological issues underpinning the 

studies of the present research program. 
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CHAPTER 5 

METHODOLOGY 

This chapter presents the major methodological issues associated with the two 

studies of the present research program. Firstly, the paradigmatic foundations that 

guide the use of each method used in the program are presented. Sampling issues are 

next discussed. This is followed by a description of how the researcher gained the co-

operation of the clubs. An overview of the research design is then presented which 

includes a discussion of the appropriateness and adequacy of the methods used to 

investigate the research questions of the program. Each of the methods and 

techniques for data analysis for each study is then described. The chapter concludes 

with a discussion of the main ethical issues associated with the research program. 

The aim of the present research program was to explore the experiences of 

staff working in a gambling environment to help identify the salient factors of the 

external and internal work environments that may impact on their empowerment, 

commitment and well-being. A mixed methods research design consisting of two 

phases occurring sequentially was used to achieve the goals of the program (Creswell 

et al., 2003; Tashakkori & Teddlie, 2003b). The first phase of the program used a 

qualitative method that allowed the development of a substantive theory and 

conceptual model. In the second phase, the proposed model was tested using a 

quantitative method.  

Quantitative and qualitative research approaches assume similar scientific 

principles by carefully collecting and categorising quality data (Neuman, 2003). They 

have distinct assumptions, however, about ontology (the nature of reality) and 

epistemology (the relationship between the known and the knower). The assumptions 
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of each approach have important practical consequences that affect the 

purpose for research and the choice of methods and strategies for collecting and 

analysing data (Brannen, 1992). Each of these approaches is now presented followed 

by a rationale for implementing the mixed methods design.  

Paradigmatic foundations of the methods 

Quantitative research is associated with the paradigm of positivism or the 

scientific method and more recently, postpositivism. This latter approach, while still 

holding the same basic belief system, was developed in response to the criticisms of 

the earlier paradigm. Positivism, is the oldest and most popular philosophical approach 

in the physical and social sciences for the last four centuries (Denzin & Lincoln, 1994) 

and, until recently, has been the model of choice for social research in most Western 

countries since the middle of the twentieth century (Neuman, 2003). The second major 

paradigm, Interpretivism, or its synonyms, constructivism or naturalism (Gliner & 

Morgan, 2000; Lincoln & Guba, 1985), and humanism (Bernard, 2000; Neuman, 2000) 

corresponds with the qualitative approach to research.  

Positivists take a deterministic position, and believe in the existence of a single 

objective reality that needs to be discovered. This means that they believe that social 

reality does not occur randomly, and people are affected by external causes in the 

same way. The methodology adopted thus allows for the testing of hypotheses, the 

prediction of behaviour, and the identification of probable causes. To meet these goals, 

the data are collected in a structured, objective way, and free from human factors as 

much as possible, to protect against possible bias from the influence of the values of 

people. Data are analysed after collection using statistical techniques, and are usually 

in the form of numbers (Denzin & Lincoln, 1994; Gliner & Morgan, 2000; Neuman, 

2000).  
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 The Interpretivist paradigm, holding that multiple realities exist, 

takes a much more practical and flexible approach to research than the positivist one. 

Reality is believed to be what people perceive it to be, with social life being created as 

people internally experience and interpret it (Neuman, 2003). Qualitative researchers, 

therefore, seek to describe and understand a person's subjective sense of reality 

through observing and communicating with people in their natural environments. 

Where quantitative researchers minimise the influence of human contact on research, 

qualitative researchers emphasise the importance of the closer physical and emotional 

proximity to the people being studied (Gliner & Morgan, 2000). A qualitative approach 

to research is, therefore, ideographic and inductive, where the importance of values to 

the research is emphasised (Guba & Lincoln, 1994). 

Qualitative data are literally created at any stage of the interaction and may take 

the form of written or spoken words, phrases or pictures, as possible ways that people 

can describe in detail their perceptions of a situation. Analysis of the data occurs 

through categorising it into concepts and themes which are then interpreted by being 

linked to theory (Ragin, 1994).  

A number of researchers from the quantitative and qualitative approaches, 

however, have supported the mixing of methods. Denzin and Lincoln (2000, p. 4), for 

example, claimed that the strategy of combining methods “adds rigour, breadth and 

depth to the investigation”. Tinsley and Brown (2000, p. 57) maintained that the use of 

multiple methods reflects the 'progressive spirit' of postpositivism in social science. 

Mixed methods are often used in applied settings to help understand complex social 

phenomena. They provide a variety of data sources and analyses to better understand 

more complex realities, and, thus, are able to answer questions that other 

methodologies are unable to (Tashakkori & Teddlie, 2003a). Mixed methods, also, 

offset the disadvantages of using a single method (Johnson & Turner, 2003). While 

Interviews give greater depth, for example, mail surveys give greater breadth.  
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Confusion exists, though, about terminology for mixing methods, even 

though researchers have recently acknowledged that multiple paradigms are 

associated with the use of mixed methods, which they have proposed is the third 

methodological movement (e.g., Teddlie & Tashakkori, 2003). Burgess (1982) used the 

term multiple research strategies to describe the use of diverse methods in tackling a 

research problem, while the strategy of triangulation (Denzin, 1978) is the older and 

more widely used terminology. A number of forms of triangulation exist, although 

method triangulation is the term given to the strategy for combining different methods in 

relation to the research problem (Neuman, 2003). Morse (2003) continues to use the 

term multimethod, while more recently, the term, mixed methods research, has been 

proposed for mixed method and mixed model research (Teddlie & Tashakkori, 2003). 

Researchers also hold different positions about how the paradigms are used in 

mixed methods research (Teddlie & Tashakkori, 2003). Some researchers oppose the 

use of mixed methods research by holding that the paradigms are irreconcilably 

different and therefore mixing them is impossible (e.g., Smith & Heshusius, 1986). 

Another position holds that it is acceptable to do mixed methods research because the 

epistemology-method link is not important. As the methods and paradigms are 

independent of one another, the methods can be separated from their epistemological 

foundation (Patton, 1990). Other researchers (e.g., Morse, 2003) believe that as each 

method complements the other, mixed methods designs are acceptable, providing 

each method is kept separate to allow the strengths of each to be realised. Some 

researchers (e.g., Greene & Caracelli, 2003) believe that combining multiple diverse 

perspectives is important, but adopt a dialectical stance in that one paradigm is not 

selected over another. It is assumed that all paradigms have something to offer and 

their use contributes to greater understanding of the phenomenon being studied. 

Several researchers (e.g., Creswell et al., 2003) similarly believe that multiple 

paradigms serve as the foundation for mixed methods research. They assume, 
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however, that one method best suits one type of study, and the researchers 

conducting the research decide on the most suitable type of paradigm for each different 

study.  

Other researchers promoting mixed methods designs (e.g., Howe, 1988; 

Tashakkori & Teddlie, 2003b) have focused on selecting a single paradigm to support 

their methodology, similar to the single paradigm approach attached to quantitative and 

qualitative methods. They have proposed that pragmatism is the best paradigm for 

justifying the use of mixed methods research as it supports the use of both quantitative 

and qualitative methods in the same research program. As it is a practical philosophy 

that avoids the use of the metaphysical concepts such as ‘truth’ and ‘reality’, the choice 

of method is guided by the research question.  

A pragmatic approach was adopted in the present program of research as the 

choice of methods was guided by the research question. Each method served a 

different purpose, and was used in relation to different aspects of the research goals so 

that the methods complemented each other and minimised the disadvantages of using 

only one approach. Before discussing the research design of the present program and 

the methods implemented to address the research goals, the issues of sampling and 

gaining co-operation of the organisation selected for examination are described. 

Sampling 

Organisations have been studied for the purposes of defining, developing ideas, 

describing and understanding them. The focus of extensive research has been to 

identify the environment in organisations that affects the behaviour of people, using 

such constructs as culture and climate (Ashkanasy et al., 2000; Denison, 1996; 

Golembiewski, 2001; Schneider, 1990; Schneider, Bowen et al., 2000). To maximise 

positive work outcomes, attention has also been given to issues such as understanding 

and managing workers, as well as workplace health and the well-being of staff (e.g., 
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Beehr, 1995; Dollard, 1996; Golembiewski, 2001). An objective of the present 

research program was to identify aspects of the external and internal environments of 

an organisation that may impact on the well-being of its employees.  

An important criterion in the selection of the organisation for the present 

program of research was that it be a service industry providing gambling activities as a 

significant part of its recreational services. National and international research has 

targeted gamblers, gambling addictions, and the negative effects of gambling on 

aspects of the community (See Chapter 3). There has been no research on the staff 

members whose work environment is a venue for gambling activities as part of its 

service provisions. The present study explored the experiences of staff who work in a 

service environment that provides gambling activities.  

Since February 1992, gaming (poker) machines were introduced into 

Queensland clubs, mainly to alleviate their deteriorating financial position (Productivity 

Commission, 1999). Since that time, growing numbers of Queensland clubs have 

included gaming machines as a key recreational pursuit. It was, therefore, decided to 

approach the club industry by first contacting the CEO of Clubs Queensland, the 

Industry association and union of employers for registered and licensed clubs in 

Queensland, to seek support and direction for the project. 

The Queensland Club Industry was selected for examination as the CEO, Ms 

Penny Wilson, and the executive members of Clubs Queensland supported the current 

research program (see next section, Gaining Co-operation of Clubs Queensland). A 

number of staff members from Clubs Queensland provided invaluable support in a 

number of ways, hence the sample of clubs for both Study 1 and Study 2 was selected 

only from the list of licensed clubs registered with Clubs Queensland.  

Because of the gambling service focus of the project, only clubs with 25 to 280 

(the maximum number permissible in a Queensland club) gaming machines, were 



 88

 

included in the present project. As many clubs have fewer than 25 poker 

machines, this reduced the possible number of participating clubs from 961 to 205, 

from which the two samples were selected for each of the two phases of the program. 

The first qualitative study, being exploratory and requiring rich description, used a 

purposive sampling technique. The second quantitative study used a probability 

sampling technique using a stratified random sample (Kemper, Stringfield, & Teddlie, 

2003).  

Neuman (2003) maintained that purposive or judgmental sampling is an 

appropriate form of sampling in exploratory research where the judgment of an expert 

is used to select cases in a difficult to reach specialised population. This technique in 

sampling serves more to provide in-depth investigation than to provide generalisability 

to the target population.  

The aim of Study 2, however, was to be as representative as possible of the 

target population. Hence a complex, stratified, probability sample was used to help 

ensure the sample was more precise and representative than simple random or cluster 

sampling (Neuman, 2003). In cluster sampling the population is divided by the 

researcher into natural groupings or clusters where each cluster is considered to be a 

small-scale version of the total population. While economical, a random sample of 

these selected clusters is then made to choose which clusters to include in the study. 

Cluster samples, where only simple randomly selected clusters are studied, may suffer 

a design effect, because the confidence interval around the results becomes larger 

(Alecxih, Corea, & Marker, 1998; Shackman, 2001). Neuman maintained that as a 

stratified sample tends to have a smaller sampling error than either a simple random 

sample or a cluster sample, it is likely, therefore, to suffer less design effect and to be 

more representative of the population.  
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In the present research program, it was the researcher’s concern from 

the beginning, however, that the project required the full co-operation of club managers 

throughout Queensland. As the CEO and researcher discussed, gaining this co-

operation would be a considerable challenge, considering the pressures the managers 

of clubs were under, including gambling issues, and, in particular, the ongoing negative 

media and government focus on poker machines and problem gamblers at the time the 

research was being undertaken. Further, as no known prior academic research had 

focused on the work attitudes of employees in a gambling environment in Queensland 

clubs, the CEO maintained that that there was the distinct possibility that a number of 

managers would fear the project was an intrusion, and feel somewhat intimidated. 

Hence, without the assistance of the CEO and IRM of Clubs Queensland in gaining the 

co-operation of managers, it was considered that access to the employees of clubs 

would be limited, if not impossible. Purposive sampling therefore involved accepting the 

guidance of experts with extensive industry networks and long-term experience and 

whose opinions within the Club Industry the club managers respected. 

Additionally, the final stage of the quantitative study also required the co-

operation of the club managers where they were asked to complete a questionnaire 

and distribute the questionnaires to all their floor staff who worked in a front-line 

gambling environment with patrons. The procedures for obtaining the qualitative 

sample for Study 1 and the quantitative sample for Study 2, and issues related to 

potential bias in either of the studies are located in Chapter 6 and Chapter 7 

respectively. An issue relating to the potential bias of the researcher is also located in 

the Credibility section of this chapter. 

Gaining co-operation of the clubs  

The CEO of Clubs Queensland, Ms Penny Wilson, was contacted by telephone 

by the researcher in the first instance for the purpose of discussing the project and 

seeking ways that the project could be conducted with staff in Queensland clubs. From 
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this first phone call the CEO showed interest and believed that the club 

industry could benefit from such a project.  

An appointment with the CEO was made to allow detailed discussion of the 

project. Following this, there were a number of additional meetings and informal phone 

calls to pursue discussions of the project with both the CEO and the Industrial 

Relations Manager (IRM) Mr Rod White. It was outlined at the meetings that the project 

needed to proceed in two phases. The first phase involved the researcher interviewing 

a selection of staff from a variety of clubs. During the second phase, staff from a 

representative section of Queensland clubs would be asked to complete a mail 

questionnaire.  

Because of their knowledge and experience of the club industry, the assistance 

of the CEO and the IRM was sought initially on a number of issues. One key issue 

involved ways to dispel possible fears and gain as much co-operation from the 

managers of the clubs as possible. As well, their assistance was sought in selecting 

suitable methods of contacting managers and staff in clubs, both for the interview and 

the questionnaire stages, and, additionally, in selecting a representative sample of 

clubs, varying in regions, size and type throughout Queensland.  

While Clubs Queensland was not in a position to support the project financially, 

the assistance that was provided in many other ways was invaluable in allowing the 

project to proceed, and in gaining the managerial co-operation that it did. The CEO, for 

example, outlined the project at the next board meeting, and gained the support of the 

executive members for the project. Subject to meeting the researcher’s criteria, both 

the CEO and IRM provided her with names of managers who may be willing to be 

interviewed for Study 1, and encouraged them to co-operate with the project. 

Additionally, for the second stage of the program, they lobbied the project at meetings 

with managers throughout the state, and encouraged them to both complete the 
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questionnaire and, as well, to provide the opportunity for their front-line staff 

to do so. The CEO also provided a letter to managers indicating that the project had 

the support of Clubs Queensland and sought their co-operation (Appendix D). This 

letter was included with the survey material distributed to the sample of clubs 

throughout Queensland for phase 2 of the research program. The Research and Policy 

Officer of Clubs Queensland provided further assistance in the development stage of 

the survey instrument, in terms of suggesting possible modifications relating to wording 

and style, as well as the type and number of items in each section.  

The researcher, in negotiations with the CEO and IRM, also agreed to a 

number of conditions. It was agreed to include several items in the questionnaire of 

recent relevance to the executive of Clubs Queensland and to the managers of the 

clubs. Importantly, the researcher ensured confidentiality and anonymity for the clubs 

and staff members, and, as well, agreed to refrain at the conclusion of the project from 

making negative comments about the club industry, if any existed, to certain media 

(television, newspapers). This, however, did not include articles in academic journals. It 

was also agreed that at the conclusion of the project, a report would be provided to the 

CEO of Clubs Queensland, with all managers of clubs receiving highlights of key 

issues and findings. The researcher additionally offered to present, if requested, 

relevant issues regarding the project to all Queensland managers at an Annual General 

Meeting. 

An overview of the research design is now presented.  

The research design 

The present research program used a sequential, two phase, exploratory mixed 

methods design by combining both the qualitative and quantitative approaches to 

research (Creswell et al., 2003; Tashakkori & Teddlie, 2003b). The research design is 
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presented visually in Figure 5.1 and is an adaptation of the visual 

presentation of mixed methods designs by Creswell et al (2003). 

Using a qualitative method in the first phase of the program allowed the 

researcher to collect rich descriptions of the experiences of a small sample of staff. 

This process helped to identify the salient factors of the external and internal work 

environments of employees working in a gambling environment, and to ascertain the 

impact of these factors on their empowerment, commitment, and well-being. In turn, 

this allowed the development of a substantive theory and conceptual model. The 

results of the qualitative study were also used to compare with, support and 

meaningfully enrich the findings of the quantitative study (Bryman, 1988). 

The quantitative study of phase 2 contributed to the research program by 

testing the conceptual model, using a larger and random sample of clubs and staff 

throughout Queensland. Adding a quantitative approach to the research program 

provided the opportunity to address the research goals by using methods and 

techniques which transform theoretical ideas and concepts into concrete numerical 

measures that represent those ideas (Neuman, 2003). The quantitative approach thus 

allowed the creation of concrete numerical description of staff perceptions on a number 

of constructs and allowed the relationships between constructs to be examined. 
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Conclusions based on both phases  

 Figure 5.1: Overview of the Mixed Methods Research Design 
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A quantitative approach to Study 2 also meant that strategies could 

be implemented that ensured confidentiality and anonymity for both the clubs and the 

staff. The club industry had over the last several years received considerable negative 

media coverage in relation to poker machines. The researcher was informed by the 

CEO of Clubs Queensland, that many managers of clubs were wary of any situation 

that had the potential to draw further negative attention to clubs collectively or 

individually, especially in relation to gambling issues. The quantitative approach also 

provided the opportunity for staff to voluntarily choose to participate, and to do so in 

privacy.  

Two methods were used to achieve the objectives of the present research 

program. For the qualitative study, data were collected using the method of in-depth 

interviewing, and analysed using the principles drawn from phenomenology and 

grounded theory. For the quantitative study, data was collected using survey methods, 

and analysed using a variety of statistical techniques. These methods and techniques 

are now described, and evaluated in terms of their appropriateness for addressing the 

objectives of the program. 

Study 1 

In-depth interviewing 

In-depth interviewing was used for the qualitative study of the present research 

program. Based on the belief that people interpret the facts as they see them, and their 

reality is based on their perceptions of a situation, the aim was to understand the 

participants’ experiences of social reality through their constructed interpretations of it 

(Minichiello, Aroni, Timewell, & Alexander, 1995). As the tool to access a person's 

social reality during in-depth interviewing is through language, the researcher of the 

present research program relied on the verbal accounts of the participants’ 

interpretations and meanings of their social realities.  
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A semi-structured approach was used for the in-depth interviewing of 

Study 1. This approach meant that the researcher used broad questions pertinent to 

the goals of the study to guide the interview. King (1996) asserted that the interviewer 

has a responsibility to work with the other person to shape the interview, and 

acknowledged, therefore, that some level of control by the interviewer is inevitable. In 

the present semi-structured interviews, each interview was controlled to a certain 

extent by the interviewer asking a number of open-ended questions for the purpose of 

addressing the research goals of the study.  

The mode of asking questions in a semi-structured approach, however, follows 

a flexible, unstructured interview process (Minichiello et al., 1995). This process 

allowed the interview style for Study 1 to follow a more conversational model, where 

the interviewees were treated as unique, and what they were saying was considered 

important and valued by the interviewer (May, 1997). 

The interviewer is also the instrument for data collection in in-depth interviewing 

(Neuman, 2003). In the present interviews, therefore, it was the researcher’s 

responsibility, as interviewer, to create a comfortable, interpersonal environment, that 

encouraged the interviewee to contribute to the interview (King, 1996). To achieve this 

environment, the interviewer built rapport with the interviewee by portraying 

characteristics such as warmth, genuineness, responsiveness, acceptance of others, 

and objectivity. It was also important for the interviewer to understand each 

participant’s model of the world, and then communicate that understanding back to the 

person symmetrically (Minichiello et al., 1995). This meant that the interviewer needed 

to act as an interpretive filter by listening and filtering what the interviewee said, without 

distorting the intended meaning (Ivey, 1988).  
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Analytic methods  

As qualitative research is not a single entity, and encompasses considerable 

variety, it is considered pluralistic with respect to paradigms, approaches to data, and 

the methods for analysing the data (Punch, 1998). Any particular qualitative study, 

therefore, is not necessarily one method or the other, but often involves an overlapping 

of methods.  

Selection of appropriate methods for Study 1 was based on the fact that there 

was no known previous research focusing on staff working in Queensland clubs. This 

lack of knowledge necessitated an initial exploratory and theory generating study 

based on staff members’ perceptions of the salient aspects of the internal and external 

environments that impact on their empowerment, commitment and well-being in 

gambling environment.  

The strategy of mixed methods was again used in a complementary way by 

combining the methods of phenomenology and grounded theory, the reasons for which 

were twofold. Firstly, the sources of data are the same, for example, indepth interviews, 

based on the shared assumption regarding the nature of people’s experiences, and the 

nature of reality (Strauss & Corbin, 1998). Secondly, there is a shared belief that the 

interpretations must include the perspective of the people being studied. Grounded 

theorists, however, assume further responsibility for interpreting what is observed or 

heard, by emphasising theory development. 

By combining the methods of data analysis from phenomenology and grounded 

theory, it was possible to create a theory that was grounded in the staff members’ lived 

experiences. Phenomenology, with its emic orientation, focused on staff members’ 

descriptions of their lived experience of working in the gambling environment of a club. 

Implementing the method of grounded theory provided an etic orientation capable of 
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highlighting interactions and social relationships from an outsider’s point of 

view, thus developing a more abstract interpretation (Cundy, 1999). 

Combining the methods of phenomenology and grounded theory thus 

strengthened Study 1 by adding breadth and depth to the investigation, and improving 

validation. The combination of methods, therefore, allowed the capture of a more 

complete, holistic and contextual portrayal of the experiences of the staff members of 

clubs (Denzin & Lincoln, 2000). Each of these methods is described next. 

Phenomenology. The term phenomenology has been so widely used, and in so 

many forms and across various traditions, that its meaning has become confused 

(Patton, 2002). What the various approaches and forms of phenomenology have in 

common, however, is a focus on exploring how people make sense of experience, and 

transform this experience into consciousness. Consciousness is the only access 

people have to the world, and what falls outside of consciousness, falls outside the 

bounds of our possible lived experience. Further, a person cannot reflect on lived 

experience while living through the experience. Consequently, phenomenological 

reflection is not introspective, but retrospective. It is a reflection on experience that has 

already been lived through (Van Manen, 1990).  

Defining phenomenological research is the assumption that there are essences 

to shared experience. These essences are the core meanings, mutually understood 

through a phenomenon that is commonly experienced. The task of phenomenology is 

to identify and interpret the essences or commonalities of the phenomenon using 

people’s written and oral descriptions of their experiences as raw data (Patton, 2002).  

There are two implications of the phenomenological perspective which holds 

that a subjective experience incorporates the objective thing and becomes a person’s 

reality (Patton, 2002). Firstly, as there is no separate or objective reality for people, the 

subject matter of phenomenological inquiry is to know what people experience, and 
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how they interpret the world. Secondly, in reporting phenomenological 

findings, the essence or nature of an experience has been adequately described in 

language if the description deeply reveals the lived quality and significance of the 

experience (Van Manen, 1990). Thus a methodological implication relates to the 

importance of the researcher experiencing the phenomenon as directly as possible, 

either through direct observation or indepth interviewing (Patton, 2002). 

Any description of an experience, however, is different form the actual 

experience. Language, by its nature, can enhance or alter an experience. 

Consequently, a retrospective viewpoint has some of the same shortcomings as a 

concurrent description, given the nature of language. As a retrospective viewpoint is 

the description of an experience after the passage of time, the verbal description may, 

therefore, not be accurate due to distortions arising from the passage of time. The 

advantage, however, is that a retrospective viewpoint may allow a fuller verbal 

description, because the participant has had an opportunity to reflect on the 

experience, and to integrate it consciously and verbally (Hycner, 1999).  

Because of the distinctions and variations of phenomenology, there is no single 

approach to phenomenological analysis. Nevertheless, the present research program 

was guided by the approach to analysis developed by Douglass and Moustakas 

(1985), Moustakas (1994) and discussed by Patton (2002). In this approach, epoche 

was a primary and necessary phenomenological procedure that required the 

researcher of the present program to refrain from everyday understanding, judgments 

and knowing, and look inside to become aware of personal bias. This critical procedure 

allowed her to investigate the experiences of employees working in a gambling 

environment by seeing their experiences from a fresh and open viewpoint, without 

imposing meaning too soon. 
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Phenomenological reduction was the second step in 

phenomenological analysis that required the researcher of the present research 

program to bracket out presuppositions, so that the data could be identified in their 

pure form. Through the use of bracketing (a term developed by Husserl in 1913), the 

researcher allowed the subject matter under study to be inspected and to be 

confronted on its own terms. By dissecting the data, essential elements and structures 

were uncovered in the form of key phrases or statements (Moustakas, 1994).  

The next phase of the phenomenological analysis involved interpreting the 

meanings of key phrases, and then inspecting these meanings for what they reveal 

about the essential recurring features of the experiences being studied. The data were 

then organised into meaningful clusters all carrying equal value. The researcher 

identified the invariant themes within the data in order to develop enhanced versions of 

the themes and allow for their textual description (Patton, 2002). This process of data 

analysis was used in combination with grounded theory discussed next. 

Grounded Theory. Grounded theory is a method and an overall approach 

developed for the explicit purpose of generating theory from data gained from concrete 

settings (Glaser & Strauss, 1967). As a widely used interpretive strategy in the social 

sciences (Denzin & Lincoln, 1994), it was selected in the present study to generate a 

substantive theory from the experiences of the employees working in a gambling 

environment.  

Strauss and Corbin (1998) maintained that the method of grounded theory is 

interpretive work, and, therefore, must include the opinions and perspectives of the 

participants, which are necessary for understanding. Similar to phenomenology, 

grounded theory also gives emphasis to attending to participants’ own accounts of 

events and of their worlds (Pidgeon, 1996).  



 100

 

Grounded theory differs from phenomenology, however, in the 

emphasis given to conceptualisation rather than description (Strauss & Corbin, 1998). 

In fact, a criticism of the method of grounded theory is that, when used alone, it tends 

to subordinate the lived experiences of the participants and their interpretations to the 

researcher’s own understanding of the situation (Denzin, 1997). Combining grounded 

theory with phenomenology in the data analysis of the present program overcame the 

limitation of grounded theory, and provided the thick, rich description of the participants’ 

work experiences that was presented initially free from the researcher’s interpretation.  

Using grounded theory, theory may be generated from the data, or, if existing 

theories are appropriate, these may be elaborated, modified or confirmed, as incoming 

data are carefully considered. The method of grounded theory allows the researcher to 

take responsibility for interpreting what is observed, rather than merely reporting the 

viewpoints of people. Through the procedures of grounded theory, a theory of 

conceptual richness, and with meaningful variation, can therefore be developed or 

confirmed (Strauss & Corbin, 1998). In the present research program, a substantive 

theory was developed from the data in all cases except the empowerment construct. 

As this construct was of key interest in the program, the interview material was 

scrutinised for evidence of its three dimensions (Fulford & Enz, 1995).  

Grounded theory also emphasises systematic rigour through every stage of the 

process, by offering a framework that helps provide some standardisation to the 

analytical process. The abstracting, reducing and relating of theory building 

differentiates it from doing description (Strauss & Corbin, 1998). In the present 

research program, the purpose of using grounded theory was to organise the data into 

discrete categories (themes) according to their properties and dimensions. The 

categories that emerged, and their relationships, were the foundations for the 

developing theory.  
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Punch (1998) commented that the aim of the process of qualitative 

data analysis is to start with an open mind and end with a developed theory. Combining 

phenomenology and grounded theory in the present study allowed both these goals to 

be achieved. Punch also maintained that while grounded theory is essentially an 

inductive process, deduction is often a necessary part. The distinction between theory 

development and theory verification is not clear in that during the theorising phase, 

ideas that are developing are also being tested. Theory generation, therefore, depends 

on progressive theory verification.  

As sampling in grounded theory is often driven by theoretical concerns, there 

was no need in the present research program to sample additional cases where this 

would not extend or modify the emerging theory (Pidgeon, 1996). Interviews, therefore, 

continued until the researcher decided a saturation point had been achieved, where 

essentially no new material emerged (Rubin & Rubin, 1995). 

The final issue to be considered about Study 1 is its credibility. 

Credibility 

The two key concepts underlying the credibility of scientific research are validity 

and reliability. In qualitative research, however, these terms are only used occasionally 

because of their close association with quantitative studies, and tend to be replaced 

with the term credibility (Patton, 2002).  

A number of methods of inquiry were applied to Study 1 to enhance the 

credibility of the research (Patton, 2002; Silverman, 2001). Firstly, emphasis was given 

to authenticity by giving an accurate portrayal of the participants’ lived experiences. 

“Authenticity means giving a fair, honest, and balanced account of social life from the 

view point of someone who lives it everyday.” (Neuman, 2003, p. 185). Authenticity 

thus refers to truthfulness (Hammersley, 1990) or rigour (Patton, 2002).  
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Silverman (2001) maintained that using low-inference descriptors 

(Seale, 1999) helps to achieve authenticity. These descriptors necessitate using 

verbatim accounts of what people say, rather than relying on the researcher’s 

reconstruction of the general sense of what people said, where the researcher’s 

personal perspective may influence the reporting. In adopting the method of in-depth 

interviewing, the present qualitative study aimed at achieving low-inference 

descriptions by tape-recording all face-to-face interviews, and then carefully 

transcribing these tapes (Silverman, 2001). 

To achieve authenticity, the in-depth interviewing of the present study also 

required a close fit between the data and what people reported. For the interviewer to 

make tentative conclusions required that she constantly be engaged in checking 

perception and understanding against a variety of possible sources of error. Emphasis 

on building rapport, developing a good relationship with the interviewee, and 

implementing techniques such as probing, cross-checking and recursive interviewing, 

helped the interviewer discover discrepancies in the participant’s story and enhance 

validity (Minichiello et al., 1995).  

Another element applied to Study 1 to enhance credibility was rigorous 

methods. This meant that the researcher engaged in a systematic search for 

alternative themes, divergent patterns and rival explanations from what was said by 

participants, as well as what was not said (Neuman, 2003). In search of the best fit, the 

researcher assessed the weight of evidence, and looked for those patterns and 

conclusions that fitted the preponderance of the data (Patton, 2002). 

Using the strategy of mixed methods in data analysis also added to the 

credibility of the current qualitative study by strengthening confidence in the 

conclusions, and reducing bias (Patton, 2002). Combining the methods of 

phenomenology and grounded theory provided diverse ways of examining the same 
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phenomenon, and helped reduce any bias and distortion during data 

analysis that can be associated with using a single method.  

An element also considered in the present study to enhance credibility, was the 

credibility of the researcher. Patton (2002) claimed that as the researcher, as 

interviewer, is the instrument in qualitative inquiry, a report should include some 

information about the experience, training, and perspective of the researcher, that may 

affect data collection, analysis and interpretation.  

Thus, a brief background of the researcher of the present research program 

that may be of some relevance to the study is as follows. She is a mature age PhD 

student who has worked as a counselling psychologist, trainer, and interviewer for over 

15 years in a variety of contexts – educational services with both adolescents and 

adults, and corrective services with prison officers and adult prisoners. Most of the 

prisoners were incarcerated for violent crimes. Throughout the duration of the present 

program of research, until the final 6 months, the researcher also worked part-time for 

an employment assistance program. She provided counselling and training to staff 

members from a large range of government and private organisations, including 

hospitality, and a number of licensed Queensland clubs with gambling venues. The 

researcher, therefore, brought to the in-depth interviews of the present program 

extensive experience in building rapport and trust with clients, and in being responsive 

to their needs.  

The researcher also needed to deal with any possible personal bias through 

conscious and committed reflexivity. Value-free interpretive research is considered very 

difficult to achieve, because every researcher brings preconceptions and 

interpretations to the problem being studied, regardless of the methods used. 

Interviewers who are emphatically neutral are perceived as caring about, and 

interested in what people are saying, while remaining as nonjudgmental and impartial 
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as possible in relation to the content (Patton, 2002). In the present in-depth 

interviews, the researcher made every attempt to be supportive, caring, relationship 

focused, and was especially aware of being nonjudgmental about gambling issues. It is 

suggested that her level of impartiality throughout the interviews was sufficient, and 

confirmed through the ease and openness with which the participants discussed their 

perceptions of the positive and negative aspects of gambling matters in their clubs. If 

any of the managers felt uncomfortable about their interviews, they would have 

reported their dissatisfaction to the CEO of Clubs Queensland, who was in a position to 

stop any further interviews from taking place.  

It is, also, important to note that while Clubs Queensland provided the 

researcher with a little consulting or counselling work, this in no way affected the 

interviews, or biased the results in any way for a number of reasons. Firstly, any work 

performed by the researcher for a club occurred after both the interview and survey 

stage of the project, with the majority of the work occurring only during the latter part of 

the writing up stage of the thesis. As a result, Clubs Queensland would have nothing to 

gain in relation to the research project by referring the researcher to clubs in need. 

Because of the researcher’s qualifications and the experience of the club industry she 

gained from both stages of the project, the IRM was simply of the opinion that the 

researcher was in a position to assist a number of clubs requiring assistance. Further, 

none of the clubs for which the researcher worked was involved in either stage of the 

project, and each club manager requiring the consulting paid the researcher 

independently of Clubs Queensland.  

The next section discusses the approach used in Study 2.  
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Study 2  

Survey methodology 

Survey research is a widely used research methodology developed within the 

positivist approach to science (Neuman, 2003) and a useful part of a research project 

using mixed methods (Visser, Krosnick, & Lavrakas, 2000). In the present research 

program, for example, the method of survey analysis, suitable for large-scale analysis, 

provided the opportunity to access a larger sample of clubs and participants so that the 

conceptual model developed in a qualitative study could be tested.  

The most popular form of survey research is a cross-sectional design. Cross -

sectional surveys involve the collection of data from a sample drawn from a specified 

population at a specific point in time and are particularly useful for exploratory and 

descriptive purposes (Babbie, 2000). They are frequently used, for example, to assess 

the frequency with which people perform certain behaviours, or assess the number of 

people holding particular attitudes or beliefs (Visser et al., 2000). They also provide the 

opportunity to assess relations between variables (Reis & Judd, 2000).  

There are, however, limitations of cross-sectional designs, as well as reliability 

and validity issues that must be considered when undertaking survey research. The 

following discussion examines these issues and discusses the strengths and 

weaknesses of using cross-sectional survey research in the present research.  

A cross-sectional survey method, using a mail questionnaire, was used in the 

present program for a number of reasons. With limited human and financial resources, 

the mail questionnaire was a relatively inexpensive method of gaining the responses of 

a large number of persons over a larger geographical area, and in a shorter time than 

other qualitative methods (Mangione, 1998). Further, the input of the mail questionnaire 

was visual, rather than just auditory, which enhanced clarity and understanding of 

questions (Moser & Kalton, 2001). Respondents could also take their time in 
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completing the questionnaire, and respond in private and at times 

convenient to themselves. As confidentiality and anonymity were ensured, respondents 

were likely to respond more willingly and accurately when not face-to-face, to respond 

to sensitive topics, and to provide more readily less socially acceptable responses. As 

respondents were also given the same set of questions, they were free from 

interviewer bias (Bernard, 2000; Mangione, 1998; Moser & Kalton, 2001).  

There were, nevertheless, a number of concerns associated with using a mail 

questionnaire in the present study. The main concern was gaining an adequate 

response rate (Fowler, 2002). While important, the response rate is often poor due to 

the impersonal nature of mail questionnaires, where there is no opportunity for the 

participants to build rapport with the researcher (Gliner & Morgan, 2000). There is also 

no control over how people interpret the questions or the instrument (Bernard, 2000). 

Answers have to be accepted as final, with no opportunity to probe beyond the given 

response, to supplement the respondents’ answers by observational data, or to 

overcome unwillingness to answer (Burton, 2000; Moser & Kalton, 2001). 

As the researcher is forced to rely on others to deliver the survey material to the 

desired participants, there is also no guarantee that the people who meet the criteria 

are the ones who complete the questionnaire (Moser & Kalton, 2001). The researcher 

lacked control in the present study, for example, by needing to rely on the club 

managers to distribute the booklets to the required staff members. There may have 

been a tendency for managers to selectively distribute the booklets to those staff 

members who were likely to respond in a way that would enhance their club’s image. 

Alternatively, for a number of reasons, such as managers being disinterested or 

concerned about the opinions of their employees, the lack of managerial co-operation 

may have prevented employees in a number of clubs from participating. 
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While the response rate is important, in that the people who do 

respond are different from those who don’t, simply having a low response rate does not 

necessarily mean that a survey suffers from a large amount of non-response error 

(Moser & Kalton, 2001). Nevertheless, every effort needed to be made to increase the 

response rate to maximise the confidence in the results of the study (Mangione, 1998). 

Several strategies were adopted in the present study to increase the response 

rate (Bernard, 2000; Gliner & Morgan, 2000; Moser & Kalton, 2001; Neuman, 2000; 

Thomas, 1999). Support was gained from members of Clubs Queensland, whereby the 

CEO and the IRM promoted the research at meetings and included a letter with the 

questionnaire that encouraged managers to co-operate. A covering letter for both 

managers and staff was included, briefly outlining the project and seeking their support 

(Burton, 2000). The letters highlighted the project was being undertaken with the 

support of Griffith University and Clubs Queensland, and used university letter head, 

based on Mangione’s (1998) argument that respondents are more likely to respond to 

surveys if they consider them important or prestigious. The letter also explained how 

respondents were selected and who should complete the questionnaire. It assured 

participants of confidentiality and anonymity, and highlighted the benefits to both the 

researcher and the club industry of the completed questionnaires being returned by the 

due date (Bernard, 2000; Thomas, 1999). A stamped envelope, addressed to the 

researchers at the University was enclosed with each questionnaire (Thomas, 1999). A 

small incentive was offered to participants to encourage them to respond, by including 

a small gift with each questionnaire (Dillman, 1978). The strategy of offering 

participants the possibility of winning a prize was implemented to encourage 

respondents to return the completed questionnaires on time (Mangione, 1998).  

Follow ups were also used to boost the response rate to a considerable extent 

(Bernard, 2000). In the present study, a few days after the managers received the 

questionnaires, they received a short reminder letter. Two weeks later, a second, more 
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formal letter with university letter head, was sent to all managers selected 

for the study, seeking their support, reminding them of the closing date, and thanking 

them for their cooperation. While a second mailing of questionnaires is very beneficial 

in boosting participation, financial restraints prevented this occurring in the present 

study (Bernard, 2000). 

As the initial impression of the booklet may either motivate or discourage 

people from filling it out (Salant & Dillman, 1994), a professional presentation of the 

questionnaire also contributes to higher response rates (Bernard, 2000). For the 

present questionnaire, attention was given to physical characteristics such as an 

aesthetically pleasing front cover, an interesting title, a professional looking layout, 

easy to follow directions, a well balanced format of questions, and readable type. 

Presenting the questionnaire in booklet form also helped the questionnaire to look 

smaller, shorter, neater and more compact (Thomas, 1999). 

In the present study, based on the recommendations by Bernard (2000), the 

questionnaire was 10 pages for staff members, but also included one extra page of 

questions for club managers only, at the request of Clubs Queensland. The inside front 

cover was used to provide information about the project, and the inside back cover was 

used to promote the incentive for participating. There is little evidence to support the 

view that there is a limit to the length of the questionnaire to achieve a satisfactory 

response rate (Moser & Kalton, 2001). Both short and long surveys have good 

response rates and there seems to be no absolute proper length (Thomas, 1999).  

Analytic techniques  

The survey data from the sample of Queensland clubs were analysed using a 

number of statistical techniques. The absence of standardised tests to measure a 

number of constructs related to community and organisational attitudes to gambling 

required the development of scales using Principal Components Analysis (PCA) and 
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Common Factor Analysis (FA). Confirmatory factor analysis and structural 

equation modelling were used to test the utility of the conceptual model developed in 

Study 1. This model proposed antecedent, mediating and outcome constructs that 

were considered important to understanding the impact of a variety of external and 

internal factors of an organisation with a gambling service on the empowerment as well 

as the well-being of employees. These techniques used in scale creation and model 

testing are now discussed with reference to their appropriateness for the present study.  

Techniques for Scale Creation. Principal Components Analysis (PCA) is a 

technique for maximally summarising the information contained in a number of 

variables of a data set into a smaller set of linear combinations (Pallant, 2001). 

Although it cannot reflect any underlying process (Cudeck, 2000), in the present 

research, PCA was performed first for exploratory purposes, to identify the likely 

number of factors.  

Exploratory Factor Analysis was used to determine, in a concise and 

interpretable form, the underlying influences on the set of observed variables 

(Basilevsky, 1994; Hair, Anderson, Tatham, & Black, 1995). Information about the 

nature of these variables was gained and quantified by examining the extent to which 

each observed variable was associated with an underlying dimension, or factor 

(Tabachnick & Fidell, 2001). The factors thus described the data through a reduced 

number of concepts that replaced the original set of variables and were used for further 

statistical analyses (Hair et al., 1995).  

Descriptive statistics. Descriptive statistics were performed to provide 

frequency data in relation to each of the constructs and the correlations amongst them. 

Like PCA and FA, the software program SPSS was used to perform the analyses.  

Model testing techniques. Once the scales were created, Structural Equation 

Modelling (SEM), tested a hypothetical path model based on theoretical considerations, 
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where the researcher made clear the predictors within the proposed model. 

The AMOS (Analysis of Moment Structures) program (Arbuckle & Wothke, 1999) was 

selected to perform the analyses. 

Structural Equation Modeling is an efficient and convenient analytical method 

that has improved upon, and superseded, other tools such as multiple and multivariate 

regression, or recursive path analysis. Multivariate multiple regression has a number of 

limitations in that it does not allow the researchers to explore any relationships 

amongst the dependent variables, nor easily distinguish between observed and latent 

variables. It also assumes that the indicators are measured without error and, in the 

formation of the composite using unit weights, it is also assumed that each indicator 

contributes equally to the composite (Holmes-Smith, 1999). 

SEM, however, overcomes all the problems associated with other analytical 

tools. With co-variance as the key statistic, the primary aim of SEM analyses is to 

estimate relationships amongst dependent variables, and explain the patterns amongst 

latent constructs (factors) underlying observed (manifest) variables (Reisinger & 

Turner, 2000). Thus, SEM can distinguish between latent and observed variables. It 

can also estimate the nature of measurement error associated with the observed 

variables, and, as well, allows unequal weightings for the multiple indicators of a latent 

construct (Holmes-Smith, 1999). 

Additionally, the term structural equation modelling conveys two important 

aspects of the approach. Firstly, the causal processes under study are represented by 

a series of structural (regression) equations, which indicate the strength of the 

relationships between constructs. Secondly, as SEM tests the global plausibility of a 

proposed model (Kline, 1998), the structural relations can be modelled pictorially, using 

diagrams and directional arrows, to enable a clearer conceptualisation of the theories 

under study (Byrne, 2001).  
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Prior to testing the proposed structural relationships among the 

constructs in the model, confirmatory factor analysis (CFA) was used to assess the 

soundness of the measurement properties of the conceptual model using ‘fit’ statistics 

calculated from comparing its factor structure with sample data. Based on the approach 

developed by Anderson and Gerbing (1988), the following process was undertaken in 

the present research program to ensure adequacy of the measurement models. 

Indicators were checked to ensure they had substantial loadings on the factors to 

which they belonged. Indicators were also checked to ensure there were no significant 

cross-loadings on other factors, or have large, positive correlated residuals with an item 

of another factor. The measurement error terms associated with measured variables 

were also checked to ensure that none were significantly correlated. The option chosen 

to overcome these issues was to delete the problem indicators (Kline, 1998). 

Nevertheless, items were removed parsimoniously to prevent any substantial threat to 

the content validity of a latent factor (Kelloway, 1995). The present research program 

thus attempted to balance increased model fit and content validity. 

To further ensure the adequacy of a measurement model, Kline (1998) 

maintained that correlations between the constructs should be examined to ensure 

they were not too high and to assess discriminant validity. Correlations between the 

items of each construct should also be examined. In this case, high correlations are 

desirable to establish convergent validity. In the present research program, Cronbach’s 

alpha coefficient provided a measure of reliability and convergent validity. An alpha 

level greater that 0.6 was considered adequate (Carmines & Zeller, 1979) 

The major concepts in the application and evaluation of SEM techniques are 

discussed next. 

Model specification. SEM is a statistical methodology that tends to take a 

confirmatory, that is, hypothesis-testing approach, to the analysis of a structural theory 
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(Byrne, 2001). Being a priori, SEM is, therefore, not well suited to the 

development of theoretical models, as the fit indices do not indicate whether the results 

are theoretically meaningful. Instead, prior information about variables, how they affect 

others, and the directions of these effects are required (Kline, 1998). Using a qualitative 

method in Study 1 of the present research program, the in-depth interviews provided 

rich descriptions of the experiences of participants from which the salient factors of the 

external and internal work environments of an organisation with a gambling service 

were identified. The qualitative process, also, allowed the researcher to ascertain the 

impact of these environmental factors on the empowerment, commitment and well-

being of employees leading to the development of a conceptual model. The a priori 

specifications of a proposed model reflect the hypotheses that have been developed 

theoretically, empirically, or a combination of both, as in the present study. Testing with 

SEM then serves to evaluate how well the model being tested is supported by the 

sample data. The primary task in this model-testing procedure is to determine the 

goodness of fit between the proposed model and the sample data.  

Model fit. The proposed model was tested in Study 2 using the maximum (ML) 

estimation method, considered a sound approach to computing parameter estimates 

(Arbuckle & Wothke, 1999). A number of indices of the goodness of fit of the proposed 

model provided a parsimonious explanation of the relationships between constructs.  

In order to achieve a better understanding of the acceptability of a proposed 

model, multiple measures should be applied, because fit is a multifaceted construct 

(Kline, 1998). This means that a single index reflects only a particular aspect of fit, and 

is insufficient alone to indicate a good fit. Consequently, the more criteria that a model 

satisfies, the better is its fit.  

There are three types of goodness of fit measures that need to be used. 

Absolute fit measures assess the overall model fit, with no adjustment for overfitting by 
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considering whether the residual (unexplained) variance is appreciable 

(Maruyama, 1997). Incremental fit measures assess the incremental fit of a model 

compared to a null model. Parsimonious fit measures adjust the measures of fit to 

compare models with different numbers of coefficients, and determine the fit achieved 

by each coefficient (Reisinger & Turner, 2000). 

One of the most widely used measures of absolute fit of a model is a non-

significant chi-square (χ2 ) value, although there is a tendency for this statistic to be 

unreliable. While the values of parameter estimates generated by ML are relatively 

robust against non-normality, for example, tests of significance may be unreliable. ML 

is also sensitive to sample size, and when large samples are used, trivial differences 

between estimated population values may be significant. Thus, this statistic can often 

indicate significance, even though differences between observed and model-implied 

covariances are slight. The limitations of this statistic were less of a concern in the 

present study where only a medium sample was used. Because of the tendency of this 

statistic to be unreliable, however, several other available indices of goodness of fit 

were used in Study 2 to assess the plausibility of the proposed model (Maruyama, 

1997). 

Values of other absolute fit indexes are more standardised and may be less 

sensitive to sample size than the χ2 statistic. The Goodness of fit index (GFI), used in 

Study 2, is analogous to a squared multiple correlation, and calculates a weighted 

proportion of observed covariance accounted by the model-implied covariances. 

Values of GFI tend to range from 0 to 1 where 1 represents a perfect fit. A GFI value in 

excess of .90 is often accepted as indicating an adequate fit of the model to the 

empirical data (Kline, 1998), although all indices that vary between 0 and 1 should 

exceed .95 to estimate a good fit of the model to the data (Hu & Bentler, 1999). In 

addition to examining the distribution of residuals, another absolute index, the root 
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mean square residuals (RMSR) reflects the average amount of variances 

and covariances not accounted for by the model. The root mean square error of 

approximation (RMSEA) was used in the present study as it corrects for the effect of 

model complexity (Arbuckle & Wothke, 1999; Reisinger & Turner, 2000). The closer 

these indices are to zero, the better the fit. Hu and Bentler (1999) recommended that 

the cut-off should not exceed .05.  

While the absolute fit measures of a model might fall within acceptable levels, 

the incremental fit and parsimonious fit indices also need to be assessed to ensure 

acceptability of the model from other perspectives. As an incremental fit measure, the 

Bentler-Bonett Normed Fit Index (NFI) indicates the proportion in the improvement of 

the overall fit of the proposed model relative to the null model. If the NFI is .89, for 

example, this means that the proposed model is 89% better than that of the null model 

estimated with the same sample data. The Non-normed Fit Index (NNFI), previously 

called the Tucker-Lewis Index, and used in Study 2, includes a correction for model 

complexity (Kline, 1998). All these incremental fit measures should exceed the 

recommended level of 0.90 to support acceptance of the proposed model (Reisinger & 

Turner, 2000), although Hu and Bentler (1999) recommended these indices should 

exceed .95 to achieve a good fit of the model to the data. In the present study, the cut-

offs recommended by Hu and Bentler for absolute and incremental indices were used. 

To ensure parsimony, one index that is particularly useful, and used in Study 2, 

is the normed Chi-square, which is the minimum discrepancy, divided by its degrees of 

freedom (χ2/df). This index also reduces the sensitivity of ML to issues such as sample 

size. Although there are no clear guidelines about an acceptable value, values below 

three are usually acceptable (Kline, 1998) , although Reisinger and Turner (2000) 

recommended values between 1.0 and 2.0. 
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Reisinger and Turner (2000) also recommend a second appropriate 

parsimonious measure, the adjusted GFI (AGFI), which is modified to consider the 

degrees of freedom. This index is like a “shrinkage-corrected squared multiple 

correlation” (Kline, 1998, p. 128) in that it makes a downwards modification for model 

complexity. This is because more complex models, that is, those with more 

parameters, tend to fit the data better than simple ones. Thus, the greater the number 

of parameters, the smaller the AGFI. This parsimonious measure was also used in 

Study 2 to assess the fit of the proposed model with a cut-off of .90.  

Model respecification. Most SEM researchers have argued that while SEM 

analysis plays a confirmatory role, many applications of SEM are a blend of 

confirmatory and exploratory analyses. This is because the model is often inconsistent 

with the data, requiring modifications of the original hypotheses, and resulting in testing 

the revised models using the same data. Assuming a sound measurement model, the 

primary focus is to locate the source of misfit in the original model, and determine a 

model that better describes the sample data (Byrne, 2001). According to Joreskog 

(1993), respecification may be either theory or data driven, and the ultimate objective is 

to find a model that is both substantively meaningful, and statistically well fitting. This 

means that while a model is tested each time, the approach tends to be more model 

generating than model testing. 

After performing the SEM analysis, the fit of the structural model is assessed 

and the modification indices are examined. In the AMOS program, the list of significant 

and non-significant parameters can be easily examined, so a decision can be made as 

to whether any of the non-significant parameters can be eliminated from the model 

without substantial loss of fit (Arbuckle & Wothke, 1999). The modification indices also 

indicate which unspecified but significant paths could be added, to improve the model if 

re-estimated. The greater the value of a modification index, the better the overall fit of 

the model if that parameter is added. Modifying a model to improve the fit, however, 
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should not be based solely on empirical considerations, and needs to be 

guided by theory (Kline, 1998; Reisinger & Turner, 2000; Schumacker & Lomax, 1996). 

In fact, Kline commented that the distinction between theoretically or empirically based 

respecification has implications for the interpretation of results. He also asserted that 

literature for new areas of research are limited, so decisions about what to include in a 

model can be “guided more by the researcher’s experience and intuition than by 

published works.” (p. 99). 

Causality. It is important to note that while causality may be inferred among the 

constructs in a proposed model, SEM cannot establish proof of causality. Causal 

relationships are normally assessed in laboratory studies that use experimental 

designs. True experimental designs are not possible in field studies, and much of the 

empirical research relies on cross sectional survey methodology to gain data. This 

means that data collection occurs at a single point in time, from a sample drawn from a 

specified population (Visser et al., 2000) and prevents certain conditions being met that 

are necessary to establish causality (Kline, 1998). 

Kline, for example, maintained that in cross sectional surveys it is not possible 

to demonstrate time precedence, which is one of the conditions that need to be met to 

establish causality. Cross sectional surveys that use path analytic techniques, 

however, provide the opportunity to assess relations between variables and, as well, 

can be applied to test hypotheses about the mediators of causal relations (Visser et al., 

2000). Nevertheless, Kline emphasised that “it is only from a solid base of knowledge 

about theory and research that one can even begin to address these requirements for 

inferring causation from correlation.” (p. 98). He concluded that “path models thus 

assume that causality is probabilistic rather than deterministic.” (p. 99).  

The elimination of alternative explanations for relations among the constructs is 

a method of providing support for the theoretical adequacy of a proposed model, by 
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ruling out rival models. In testing mediated relationships (Baron & Kenny, 

1986), for example, in the form of A -> B -> C, the model should be compared with 

firstly, a partially mediated model where the path A -> C is included and secondly, a 

non-mediated model, that also includes the path A -> C, but eliminates the path B -> C. 

In the present research, each of these models were tested to provide evidence of the 

necessity and sufficiency of the mediated relationships (Kelloway, 1995). 

Another consideration when using cross sectional survey methodology and 

single source data is whether common method variance poses a significant threat to 

the interpretation of the findings. Harman’s Single Factor procedure (Podsakoff & 

Organ, 1986) has been used by a number of researchers (e.g., Harris & Mossholder, 

1996) to address this concern. This procedure was employed in the present research 

to discount the presence of severe method variance. The approach assumes that if 

method variance is largely responsible for the co-variation among the measures, a 

single factor (method) should fit the data well.  

Assumptions of estimation methods. Two main assumptions are associated 

with the Maximum Likelihood (ML) estimation method to ensure the appropriate use of 

SEM. In relation to scaling, ML assumes that the measured variables are continuous. 

Secondly, multivariate normality of all observed variables is a standard distribution 

assumption in many structural equation modeling applications. Arbuckle and Wothke 

(1999) argued that when testing models using the SEM program, AMOS, it is sufficient 

for the observed variables to have a multivariate normal distribution.  

McDonald and Ringo Ho (2002) maintained, however, that much social and 

behavioural science data are abnormal, and that ML estimation, and its associated 

statistics, seem fairly robust against violations of normality. Several studies of 

robustness of the multivariate normality assumption (e.g., Amemiya & Anderson, 1990) 

have shown that the parameter estimates remain valid even when the data are 
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nonnormal. Kline (1998) argued that studies testing the analysis of CFA 

models using severely non-normal data showed that, in large samples, the parameter 

estimates are fairly accurate. Type 1 error, however, is more common, and thus, 

results of significance tend to be significant too often.  

Reliability  

Most measurement procedures are subject to error (John & Benet Martinez, 

2000), and one criterion for estimating error is through a measure of reliability. 

Reliability basically means consistency or stability of a measure or method, so that the 

numerical results do not change because of characteristics of the measurement 

process or measurement instrument (Neuman, 2003). Reliability and error are related 

reciprocally, so that the larger the reliability, the smaller the error (Punch, 1998).  

One form of testing reliability evaluates the internal consistency of a measure. 

Called equivalence reliability, this type of reliability was used in the present study to 

evaluate the internal consistency of the measures used in Study 2, where multiple 

indicators were used to represent the constructs of interest (Neuman, 2003; Punch, 

1998). Because theoretical concepts cannot be observed directly or indirectly, they are 

operationalised, and represented by participants’ responses to multiple items on a 

questionnaire. These responses are then used to help infer the latent construct of 

interest. Thus, a measure of internal consistency provided the extent to which the items 

‘hung together’ and were consistent with each other (Punch, 1998).  

One of the most popular forms of measuring internal consistency, and the one 

used in the present program, was the statistical measure, Cronbach’s co-efficient 

alpha. This technique requires only one administration of the instrument to provide an 

estimation of internal consistency reliability (Pallant, 2001). 

The level of standardisation in a self-administered questionnaire enhances 

reliability in a number of ways. All participants, for example, are required to answer the 
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same questions that are presented in a fixed response format (Thomas, 

1999). Using closed questions with clear and unambiguous wording is assumed to be a 

quick and easy form of answering for respondents, and tends to reduce the 

participants’ own unreliability (Babbie, 2000). The disadvantage of standardisation, 

however, is reduced validity. 

Methods such as pre-testing have also been recommended to increase 

reliability (Babbie, 2001; Neuman, 2003). In the present research program the draft 

questionnaire was pre-tested by a staff member of Clubs Queensland, and several staff 

members known to the researcher who had several years experience in the hospitality 

industry. Emphasis was given to the achievement of clear, simple and easy flow of 

words, where items on the questionnaire were easy to read and understand, free from 

ambiguity and bias, and relevant to staff members working in clubs. Known measures 

of the constructs of interest were also used in the questionnaire where possible, and 

the techniques used to develop measures based on the interview material are carefully 

described.  

Validity 

Measurement validity means the extent to which an instrument measures what 

it is claimed to measure, and an indicator is valid to the extent that it empirically 

represents the theoretical concept it is supposed to measure (Punch, 1998). The better 

the fit between the conceptual and operational definitions, the greater the 

measurement validity (Neuman, 2003). In questionnaires, however, because the 

choices of responding to closed questions on a measure are limited, and take on a rigid 

structure (e.g., strongly agree, agree, undecided), they are, therefore, somewhat 

inflexible and unnatural. While the rigid structure is necessary for numerical data 

collection and calculation, participants are prevented from responding freely, or 

indepth, and the rigid categorisation prevents their perceptions from being fully 

assessed (Thomas, 1999). Consequently, while a measure may be reliable, it may not 
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necessarily be valid. Survey research, according to Babbie (2001) tends to 

be weak on validity, but strong on reliability.  

While there is no foolproof procedure to establish validity, one validation 

strategy used in the present program to increase ecological validity involved using multi 

methods. The in-depth interviews of Study 1, for example, were used to gather the 

experiences of employees working in a gambling environment from which the salient 

aspects of the external and internal work environments of an organisation with a 

gambling service could be identified. The qualitative method of Study 1 also allowed 

the researcher to ascertain the impact of these environmental factors on the 

empowerment, commitment and well-being of employees. The conceptual model 

developed in Study 1 was then tested in Study 2 using a quantitative method. Survey 

findings are considered externally valid to the extent to which they can be generalised 

to a much larger population or variety of situations.  

Ethical Issues  

Philosophers of the early twentieth century proposed that autonomy, 

beneficence, non-maleficence and justice need to be used to guide all aspects of 

ethical analysis (Kent, 2000a). These four principles emphasise that respect for the 

dignity and well-being of the participants takes precedence over the expected benefits 

to knowledge.  

In broadly applying the principles to the present research program, autonomy, 

the first principle, based on respect for self-determinism, gave each participant the right 

to agree, or not agree to take part in the research project. The second principle of 

beneficence involved my obligation, as researcher and interviewer, to maximise the 

benefits to the Club Industry and the staff of clubs as a result of the research. The third 

principle, non-maleficence, meant that is was my responsibility to avoid or minimise 

risks of harm or discomfort that may have affected participants physically or 
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emotionally. The fourth principle, justice, involved fair distribution of benefits 

and burdens of the research to Queensland clubs and their staff. To address this 

principle, I also focused on issues such as the fair selection, and inclusion and 

exclusion of participants.  

To ensure the four principles guided each aspect of the research program, four 

specific rules (veracity, privacy, confidentiality and fidelity) were applied to help build 

trust between the researcher and the participant (Kent, 2000a). Veracity, the first of the 

four rules, placed responsibility on me to tell the truth in all stages of the research 

project, and to avoid deception (Neuman, 2000). I was, therefore, obligated to provide 

accurate information about the nature of each of the studies. This meant that 

presenting misleading information was avoided, not only when recruiting participants, 

but throughout the research activities, including the final stage of reporting results. 

Abiding by the second rule of privacy for the interviews meant that I needed to 

respect the participants for granting me limited access to their thoughts, feelings and 

behaviours during that access period. Bouma (2000) commented that it is important to 

avoid wasting participants’ time and take only as much of their time as is essential. 

Consequently, I informed each participant of the approximate length of time the 

interview would take prior to its commencement, and sought his or her approval. 

Participants were also made aware of their right to conclude the interview at any time, 

and to choose to refrain from answering certain questions if they felt uncomfortable, or 

were concerned about confidentiality.  

Confidentiality, the third rule, concerned a participant’s rights to control 

information about him or her self. This meant that in the present research program, I 

held in confidence information about each participant, and removed any identifiers that 

may have linked a person to his or her responses, thus ensuring anonymity. The fact 

that information from the survey material was presented in aggregate form helped 
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ensure information provided by a participant remained confidential and 

anonymous (Neuman, 2000). Further, in presenting quotes for the qualitative study, 

real names of clubs or persons were not included, and all names used were 

pseudonyms.  

Fidelity, the fourth rule to be considered, meant that I was obligated to keep 

promises that I made to the participants. These promises included maintaining 

confidentiality and anonymity of participating clubs and staff members, keeping data 

safe and destroying information on the completion of the study. It also included 

providing rewards for participation. The negative media coverage of clubs because of 

their gambling services meant upholding an additional promise that information and 

results from the research program would not be used against the collective interests of 

Queensland clubs. 

To gain the informed consent necessary to protect the first principle of 

autonomy, that is, the right to exercise self-determination, Kent (2000b) maintained that 

five elements need to be met – information, voluntariness, understanding, the actual 

written or verbal consent of participants and the competence of potential participants. It 

was assumed in the present study, that all staff members were sufficiently competent 

to participate, and, therefore, this element will not be discussed further.  

To gain informed consent in Study 1 all relevant information was given to 

participants that may have impacted on their decision to participate (See Appendix B). I 

presented, for example, a verbal and written outline of relevant information for each 

participant relating to the nature and purpose of the interview, the researchers involved, 

how they could be contacted, and the benefits of the research, both to clubs and 

myself. I highlighted the confidential nature of all material received, and assured the 

participants of anonymity. Additionally, informed consent is only achieved when 

participants do not feel manipulated or coerced into participating (Bouma, 2000; 
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Fowler, 2002; Neuman, 2000). The voluntary nature of the study was 

therefore highlighted, and each participant was informed that they were free to refuse 

to be interviewed and could withdraw at any time. 

Even though every effort is made to ensure participants are well informed, 

many of them, in fact, misinterpret the information (Kent, 2000b). It is important, 

therefore, that participants understand the information that is presented. To facilitate 

interviewee understanding, I made every attempt to speak clearly, simply, and selected 

words that I considered were meaningful to the selected sample. Each participant was 

also encouraged to seek clarification by asking questions about the nature and purpose 

of any aspect of the study.  

Permission was then requested, and a rationale provided to audiotape the 

interview. The verbal material was supported in full on the written consent form on 

University letterhead. Potential participants were given time to read the form, ask 

questions for clarification, and sign it if they felt comfortable in participating. 

Participants were also given a copy to keep. 

Crucial to gaining the informed consent of the participant in interviews Sieber 

(1998) discussed the importance the interviewer needs to give to building an 

atmosphere of trust. Researchers have tended to agree that participants who feel that 

the interviewer is trustworthy, and who respects their dignity, and considers their well-

being, are more likely to feel comfortable in asking questions, agree to be interviewed 

verbally or in writing, and co-operate with the interviewer in an honest way.  

To assist in receiving informed consent, Sieber (1998) maintained that it is 

important to build rapport and create a relationship of trust between interviewer and 

participant. In the interviews, therefore, I made every attempt to be respectful and 

responsive to each participant, to use a friendly tone of voice, use language that was 
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easily understood and matched with positive body language. Importantly, I 

displayed a genuine willingness to hear what each participant had to say.  

For the quantitative study, however, I had to rely on providing relevant 

information outlining the study in written form only (see Appendix D). In adhering to the 

principles of ethical analysis, particularly those of justice and non-maleficence, it was 

necessary to explain to managers that their selection was by a fair and just method. 

The random sampling method used in the study was highlighted to them in a cover 

letter included with the questionnaires, in an endeavour to minimise their fears that a 

certain number of Queensland clubs, and managers, had been specifically targeted for 

investigation. To gain the managers’ co-operation, and to help reduce any concerns 

they may have had, I gained the support of the CEO and IRM of Clubs Queensland, 

who promoted and supported the project at managers’ meetings around Queensland, 

and highlighted the benefits of the research for Queensland clubs.  

 The managers who were randomly selected were promised and guaranteed 

confidentiality and anonymity through the process of de-identification. That is, as no 

identifiers such as names or codes were used on the data, there was no way of 

knowing which clubs and which staff members had completed the questionnaires, and 

only aggregate results were presented. Participants were also supplied with stamped 

addressed envelopes for the return of the completed questionnaires, to ensure their 

names and responses were kept confidential from other staff members, as well as the 

researchers. 

Conclusion 

This chapter has illustrated that adopting a two-phase mixed methods research 

design in the present program of research provided a sound basis for addressing the 

objectives of the program for theory development and theory testing. The data 

collected from the in-depth interviews of the qualitative study allowed the development 
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of a substantive theory and conceptual model. The constructs of the model 

tested in the quantitative study through the use of a cross-sectional survey were based 

on previous measures, the interview material, and the literature. For data analysis, 

justification was provided for analysing the data from the interview material using a 

mixed methods approach, while the soundness and the appropriateness of the analytic 

techniques used to analyse the data from Study 2 were discussed and evaluated. 

Issues relating to the reliability and validity of the research were highlighted, as was the 

application of ethical principles to the research program. 

Study 1 is presented next. 
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CHAPTER 6 

STUDY 1: EXTERNAL AND INTERNAL INFLUENCES ON STAFF 
EMPOWERMENT, COMMITMENT AND WELL-BEING IN A GAMBLING INDUSTRY: 
EMERGENCE OF A SUBSTANTIVE THEORY AND CONCEPTUAL MODEL  

This chapter presents the results of Study 1 describing the experiences of 

employees who work in the club industry where a gambling service is provided. The 

study aimed to identify the salient aspects of the external and internal environments of 

a gambling industry and examine the influence these environmental aspects have on 

employees’ sense of empowerment, commitment and well-being. The emerging theory 

and conceptual model that were developed to illustrate the relationships between the 

environmental factors and the empowerment dimensions, commitment and well-being 

of employees were a synthesis of the researcher's interpretation of the dynamic 

processes within the club, and the theory discussed in the literature review.  

Method 

Procedure  

The researcher informed the CEO and IRM of Clubs Queensland that for the 

interview phase of the research project, a number of interviews needed to be 

conducted in the South East Queensland area. In obtaining the sample from clubs 

registered with Clubs Queensland, she required that a number of criteria be met. 

Firstly, because of the gambling focus of the study, each club needed 25 or more poker 

machines. Secondly, clubs from Brisbane as well as the surrounding country areas 

needed to be included. For financial and time reasons the researcher required access 

to clubs outside Brisbane to be within driving distance such that she was able return to 

Brisbane the same day. Thirdly, to ensure diversity of clubs, different types of clubs 

such as RSL’s and a variety of sporting clubs (e.g., football, surf) were required. 

Fourthly, in relation to the interviews, each manager was to be interviewed, and was 
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asked to select 2-4 employees, a combination of males and females, 

supervisors and employees who all worked in a front-line capacity with patrons in the 

gambling area who would be willing to be interviewed.  

Initially, the CEO and IRM of Clubs Queensland telephoned the club managers 

meeting the researcher’s criteria to gain their permission for the researcher to ring them 

to discuss the project. At this point, none of the managers had agreed to be 

interviewed. 

Once the researcher had received the list of managers who had agreed to be 

telephoned about the project, she then categorised them into two groups of Brisbane 

and country. She then divided these two groups into club type (e.g., RSL’s or sporting 

[e.g., league, bowls, surf]).  

The researcher then rang the first manager listed in each selected group, 

provided information about the project, and requested his or her co-operation in 

allowing the interviews to be conducted. Overall, seven club managers were 

telephoned. All managers who were contacted by the researcher agreed to be 

interviewed, and to provide the staff as requested by the researcher. A one-page 

information sheet was, also, faxed to each manager who agreed to participate in the 

study (see Appendix A). The researcher still had further managers to contact if more 

interviews were required.   

Interviews were conducted in seven clubs in the local South East Queensland 

area. Three Brisbane clubs and four country clubs participated. Three RSL’s (one in 

Brisbane) and four sporting clubs (two in Brisbane) consisting of football bowls and surf 

clubs participated. In relation to size, there was one large and two medium Brisbane 

clubs. Of the country clubs, one was large while the remaining three were medium.  
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Participants 

Twenty staff members (14 males, 6 females) were interviewed from the 

selected clubs during the first three weeks of December, 2000. The participants 

consisted of 7 club managers (5 male, 2 female), 7 gaming supervisors (6 male, 1 

female) whose ongoing work included working in a front-line capacity with patrons who 

gamble, and 5 general gaming staff (2 male, 3 female). It is also common for club 

managers working in a country club to additionally work behind the bar, and to have 

on-going daily contact with patrons. In the present study, two country club managers 

worked in this capacity. All club managers, however, considered it an important part of 

their work to be visible in their clubs, and to have considerable contact, and, often, 

friendships with patrons. The Industrial Relations Manager of Clubs Queensland who 

had extensive experience working with staff in the club industry, was also interviewed. 

While his opinions have been considered, the study has refrained from using quotes 

from him to ensure his confidentiality and anonymity. 

Sequential sampling was also used for the interview stage of the present 

research program. This meant that the researcher continued to interview staff and to 

evaluate all collected cases until no new information emerged, or saturation point was 

reached (Rubin & Rubin, 1995). This was the case even though she had access to 

further clubs and to additional employees of either gender or different occupation on 

request. While the number of males interviewed outnumbered the number of females, 

the researcher deemed that no further interviewing of female staff was necessary. It 

was, also, not considered necessary to interview further general employees working in 

a front-line position. The researcher had interviewed seven supervisors who work in 

front-line positions with patrons, and whose work involves managing disruptive and 

demanding patrons as well as those who may have problems in gambling. Thus, in 

economic terms, the incremental benefit for interviewing further cases of either gender 

or different occupation dropped significantly (Neuman, 2003).  
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Interviews 

At the beginning of each interview, it was explained that the overall aim was to 

find out about each employee’s work experiences gained from working in a club. 

Interview format. One-on-one semi structured in-depth interviews were 

conducted with staff members of each club in a confidential environment, either in the 

manager’s office, boardroom of the club, or other area where privacy could be ensured. 

Each interview commenced with a brief explanation of the nature and purpose of the 

study, and each participant was informed that the interview would take approximately 

one hour. Issues of confidentiality, anonymity and the voluntary nature of the interviews 

were addressed. The verbal material was supported with a written consent form (see 

Appendix B), which each participant was asked to read, ask questions about any 

aspect of the study, and sign when they felt comfortable in participating. All participants 

signed the form and were given a copy to keep. This copy included contact names and 

addresses of the researcher, her supervisors, and university personnel if the 

participants had queries or concerns. A rationale was provided for audio taping the 

interviews, and permission gained. At the conclusion of the interview, the participants 

were given the opportunity to provide any additional comments, or ask questions, and 

were sincerely thanked for their contribution to the project both verbally, and with a 

small gift. The interviews took 45 to 75 minutes.  

The use of open-ended type questions, as suggested by a number of 

researchers (e.g., King, 1996; May, 1997), encouraged each interviewee to talk more 

freely and openly. Where further clarification, elaboration and development of a 

particular topic was needed, a variety of verbal and non-verbal encouragers (e.g., 

nods) and prompts were used following each primary question, including follow up 

gentle and encouraging probing (Ivey, 1988; Marshall & Rossman, 1995). To give time 

for rapport building, the initial open-ended questions were very broad and non-
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threatening. Only later in the interview, once rapport had developed, did the 

questions become more focused (Minichiello et al., 1995).  

The six open-ended type questions that were asked were: 

1. What does your position entail? 

2. What is it like working in the club industry? 

3. What are some of the positives about working here…some things you 

like? 

4. What are some of the negatives or difficulties about working 

here…some things that concern you? 

5. How much control do you believe you have over: a) your job, b) the club 

work environment, c) the gambling environment, d) community attitudes 

to gambling and clubs? 

6. How do you manage some of the pressures or problems that arise 

here? 

The interviews were tape-recorded. While this procedure missed the non-verbal 

behaviours of the participants, it enhanced greater rapport by allowing a more natural 

conversation style, where the interviewer was freer to be attentive and focus on the 

non-verbal behaviours (Minichiello et al., 1995). The minimal note taking that occurred 

during each interview functioned to highlight key words and issues, and served as a 

back up, in case of a problem in the taping mechanism. Additional notes were taken, 

when necessary, after the conclusion of each interview. On completion of all the 

interviews, the tapes were transcribed, allowing each interview to be read through 

quickly, and used for comparative purposes, and in parallel with the tape recordings. 
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Data analysis and presentation of results 

The aim of the analysis was to extract the essence of the informant’s meanings 

as they were verbalised, either as intended or unintended accounts (Minichiello et al., 

1995). The interview transcripts were carefully studied for the purpose of recognising 

meaningful themes (categories) to communicate the key issues. In order to discover 

the themes, a process was followed that involved taking a number of steps that built 

upon each other (Patton, 2002).  

Firstly, the data for each question for each of the twenty interviewees was 

grouped as a way of segmenting the large amount of data into manageable units 

(Minichiello et al., 1995). Next, to gain insight into the emerging patterns, the data were 

read several times for the purpose of finding core consistencies in the form of recurring 

words or concepts. All the initial concepts were recorded and frequencies were 

examined for each question, and then, later, for all the data. All concepts were 

recorded as phrases or sentences so as to preserve the original intent (Punch, 1998).  

Through induction, the accumulated concepts and frequencies for all the 

interview material were then searched to allow sorting of “recurring regularities” into 

meaningful categories (Patton, 2002, p. 465). Closure was brought to the process 

when the sources of information were exhausted and the categories were saturated.  

Each theme was then studied for concepts that were qualitatively linked, 

enabling them to be clustered into sub-themes to add meaning and depth to the main 

theme. Frequencies were used to check the sub-themes were representative (Miles & 

Huberman, 1994), with the concepts contributing to each sub-theme occurring a 

minimum of twice. Through the process of the development of themes and sub-themes, 

labels were generated that encapsulated the meaning of the themes and sub-themes. 

Quotes selected from the data served to illustrate each theme and sub-theme, and to 
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provide thick, rich, concrete description that depicted the intended meaning 

of the interviewees (Patton, 2002; Rubin & Rubin, 1995).  

All themes were then evaluated by two criteria (Patton, 2002). Internal 

homogeneity, the first criterion applied to each emerging theme, judged the extent to 

which the data in a certain category held together in a meaningful way. The second 

criterion, external heterogeneity, was concerned with the extent to which differences 

among the themes were clear. To achieve internal homogeneity and external 

heterogeneity required the researcher to work back and forth between the transcripts 

and the categories to verify the accuracy and meaningfulness of the categories and the 

material constituting each theme and sub-theme (Patton, 2002). 

Finally, the set of themes was checked for completeness. This was achieved in 

a number of ways. Firstly, the internal and external plausibility was checked. This is a 

property that Patten (2002) called “integratibility” (p. 466) and required the individual 

categories or themes to appear consistent when viewed internally, and to comprise a 

whole picture when the set was viewed externally. This meant that each of the themes 

developed from the elements that were physically present and countable, were also 

studied for conceptual linkages, creating patterns that could be theoretically supported 

from the literature, while remaining consistent with the informants’ perspective 

(Minichiello et al., 1995). 

Furthermore, to check the set was reproducible, the data, the themes, and sub-

themes were shown to another competent judge, a colleague of the researcher, to 

verify that the categories made sense, and the data were appropriately clustered in the 

category system, and that the category system fitted the data. The proposed themes 

and sub-themes were then discussed with two staff members from the club industry 

who contributed to the interview material, to ensure the categories were credible and 

appropriately reflected their issues and concerns (Patton, 2002).  
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Thus the themes presented in the next section are representative of 

the data collected, and although grounded in the data, seek to make theoretical sense 

of the information obtained from the interviews. The literature functioned to provide 

further understanding, to add meaning, and to guide the thematic analysis. 

Results  

The themes are organised into three main categories for ease of presentation. 

The first group of themes presented in Part A describes the gambling related factors 

both external and internal to a club that may influence staff empowerment, commitment 

and well-being. The second group of themes presented in Part B describes the climate-

based resources that may influence staff empowerment, commitment and well-being. 

The third group of themes presented in Part C, unlike Parts A and B, is guided by the 

literature and provides evidence for psychological empowerment and work outcomes. 

Following the presentation of each of the themes from each of the three broad 

categories, associative analysis of the themes is next presented (Ritchie, Spencer & 

O’Connor, 2003). Such analysis involves detecting and explaining the linkages or 

patterns between two or more of the themes leading to the development of a 

conceptual model. The real names of all participants have been replaced with 

pseudonyms and are presented in Table 6.1. The geographical location and type of 

club has been omitted to ensure confidentiality and anonymity of club managers. 

 

 

 

 



 134

 

Table 6.1: Participants in Study 1 from Seven Clubs in Queensland 

General Managers Floor Supervisors/Bar & 
Gaming Staff 

Bar & Gaming Staff            

Christopher Tamara Liam 

Stephanie Jon Taylor 

Ethan Julian Danielle 

Paul Wyatt Brooke 

Michelle Harrison Chantell 

Robin Aaron  

Ben Nick  

 

PART A 

The Emergence of Gambling-related Factors Influencing Staff 
Empowerment, Commitment and Well-being  

Two themes emerged from the interviews that identified the sources external to 

a club that may influence staff responses to gambling. These themes were Local 

community attitudes to gambling services in clubs and Media attitudes to gambling 

services in clubs. Three themes emerged indicating staff attitudes towards gambling 

that were internal to a club: Organisational support for gambling, Welfare of the local 

community, and Staff beliefs about patrons who gamble. For each theme, a number of 

sub-themes were identified. An overview of the themes and sub-themes is presented in 

Table 6.2. 
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Table 6.2: The Sources of Influences on Staff: Themes and Sub-themes 
Identified from Staff Interviews  

Themes Sub-themes 

External stakeholders: Attitudes to gambling  

Local community attitudes to gambling 

services in clubs 

• Local community attitudes to 

gambling 

 • People demands on clubs 

Media attitudes to gambling in clubs • Media integrity 

• Influences on the media. The 

influence the media has on the 

community  

Internal stakeholders: Attitudes to gambling  

Organisational support for gambling • Values justification of gambling 

 • Functions justification of gambling 

Welfare of the local community • Employment opportunities 

• Support for the local community 

Staff beliefs about patrons who gamble • Staff beliefs about problem gambling 

• Club and patron responsibilities 

 • The clientele 
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 External stakeholders  

Two themes emerged from the interviews that described the external sources of 

a club that may influence staff empowerment and well-being. These themes were Local 

community attitudes to gambling services in clubs and Media attitudes to gambling in 

clubs and are discussed in turn. 

Local Community Attitudes to Gambling Services in Clubs 

Theme 1 describes the conflicting local community attitudes to gambling. Two 

sub-themes were identified: Local community attitudes to gambling, and People 

demands on clubs. Each of these sub-themes is now presented. 

Local community attitudes to gambling  

Numerous comments by interviewees indicated that the community holds 

contradictory opinions about gambling. For example, as Jon, a gaming and floor 

supervisor said: “It’s all good. Good and bad”. Christopher, a general manager, 

highlighted the interviewees’ perception that the community holds different opinions 

about gambling.  

I suppose from the community’s point of view…well…there is always those 

that don’t want gambling…and those that do. 

Tamara, a bar and gaming supervisor expressed the views of the majority of 

interviewees, when she said that most people wanted to gamble.  

Basically, the community sees poker machines and thinks it’s just a license 

to put money in.    (Tamara)  

The majority of interviewees also remarked that many people have negative 

opinions about gambling. For example, Liam said: 
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 …..a majority of people think there is too many gaming machines and 

they think negative things about gaming.  

The second sub-theme contributing to Local community attitudes towards 

gambling services in clubs highlighted the community attitudes to the support provided 

by clubs, as a result of the revenue obtained from gambling services.  

People demands on clubs  

This sub-theme emerged from the interviewees’ perceptions about the attitudes 

of the local community towards the support provided by a club, where the revenue was 

obtained from gambling. Michelle was one of the very few general managers who 

thought that the community had a positive attitude towards the support provided by 

clubs.  

I think the R.S.L here has a very positive position in the Community. More so 

than in other areas…I do not know. That, I guess, is because we are an 

R.S.L Club. In a town like this, that is what Anzac Day is about. That is what 

Remembrance Day and everything is. So, therefore, we have a really good 

standing in the Community. We also donate to a lot of different areas 

too…that probably helps. 

Nick, a gaming supervisor, was one of the many interviewees, however, who 

perceived that community members have negative views about the financial assistance 

provided by a club. The general view was that many people take club assistance for 

granted, are demanding, and non-appreciative of what clubs do for their local 

community.  

The Community, probably not at large…but it’s always that minority that gets 

their point across. They must think that we are able to buy things for a 

quarter of the price than they do. Of course, there is always that group that 

now have become professional complainers…hoping to get a free meal or a 
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free drink. It’s only a small amount…but that’s a negative. I hope attitudes 

change and go back to the good old days, before pokies, when people 

joined clubs for the enjoyment. Because it’s a community service, they 

expect a lot for nothing…and take us for granted. Some people are very 

selfish…and demanding. 

Indeed, a “so you should” mentality noted in the interview material highlighted 

the perceived community expectations of financial support from clubs for the local 

community. Ben, a general manager, explained.  

As much as we put it in the paper and we have photos of us handing over 

cheques on the front page…we pay to clean up the creeks for the 

Council…and we pay to put the playground in…I still think that people 

say…"So you should". Then again, when we invest the money into this {the 

club}, it’s for the people to use…into the club. This is here for everybody - 

forever…I don’t think the public is aware of it…The club industry in general is 

an industry that I believe is under valued by Governments…the 

Community…and the Tourism industry. 

Ben’s comments about community opinions about club revenue were consistent 

with a number of interviewees who referred to clubs as “Cash Cows”. This term 

captured the strong thoughts of the interviewees that the local community believes 

clubs make huge profits from people gambling.  

We try to get our message across to the right people...but…unfortunately, 

the negative impact is that the public perception out there is that our wealth 

is sitting in the Commonwealth. 

Several interviewees told me that the negative community beliefs about club 

revenue from gambling were due to characteristics of people in the community, rather 

than the problems associated with gambling. As Julian, a bar and gaming supervisor 

said:  
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There is another thing in the community now…because of the nature of 

the glitzy clubs…well…people associate that with a little bit of success…and 

that is frustrating. I think Australia does not like to see success. I think they 

see these things as a bit glitzy and a bit successful, and I think that plays on 

the negatives in people’s minds.  

Interviewees such as Liam also commented that the demanding and non-

appreciative attitudes towards club support by some community members are due to 

the lack of awareness and understanding about the level of support provided by clubs.  

Most people do not realise exactly how much money is contributed by Clubs. 

I didn’t know and I make a point of telling people generally when I talk about 

it.  

Paul, one of the general managers interviewed, elaborated. 

People do not realise how much we do for the football club. It is one of our 

base reasons for existing…to look after the football club and the local 

community. Even to the extent of mowing and maintenance of the local 

fields…these are things that people don't know about…but they are done. 

People never question who does it. I don’t think the community are aware of 

what exactly the club industry puts out to it and how much goes back into the 

sport. Like every bit of money that we make it’s helping the locals…or 

promoting junior development with football. Kid’s day…yesterday…was free. 

Overall, the theme describing local community attitudes to gambling in clubs 

showed that interviewees thought that the community has contradictory opinions about 

gambling. While believing, on one hand, that most people want to gamble, interviewees 

also thought that many people hold negative beliefs about gambling and consider that 

clubs make large and easy profits from gambling. Consequently, it was the overall 

opinion of the interviewees that people take club assistance for granted, are 

demanding and non-appreciative of club support, and tend to think that clubs ‘should’ 
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help the community. A number of the interviewees said, however, that the 

negative beliefs of people about clubs were due to a lack of awareness and 

understanding of club support for the community, particularly the local community.  

The second source of influence on staff that emerged from the interviews about 

external stakeholders to a club, was the media. 

Media attitudes to gambling in clubs 

The theme, Media attitudes to gambling in clubs, was generated from the 

opinions of the interviewees about media attitudes to gambling services. Harrison was 

one of the majority of the interviewees who considered that the media seem to 

represent critics of gambling and present the negative aspects about gambling. There 

were no positive comments made about the media, and all interviewees targeted the 

media as the key source of problems and concern for the club industry. As Harrison 

said: “The media is a big negative…definitely”. Wyatt, a bar and gaming supervisor 

also commented:  

The negativity, to me, comes from the media. I do not see negativity in 

gambling. I see the negativity comes from the media. The media somehow 

needs to be educated. 

The two sub-themes identified in the theme, Media integrity and Influences on 

and from the Media are discussed below. 

Media integrity  

Everyone interviewed thought that the media lacked integrity and 

sensationalised problem gambling issues. Danielle, a bar and gaming employee 

discussed sensationalising by the media in fairly negative terms.  

I think that most reasonably intelligent people can make up their own mind 

and not be influenced by media propaganda. I would hope. A lot of it is 
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media hype and propaganda. I believe at times the media blows it out of 

all proportion…like they do most things. They sensationalise. 

Moreover, interviewees such as Jon thought that the media only focused on the 

negative aspects of gambling while providing little positive acknowledgment of club 

support for the community.  

We have all read it and all seen what is printed by the media when it comes 

to clubs and gaming. Very little of it is actually based on fact. I think it has all 

been a bit of a beat up. If you know the truth and you see all these figures 

come out and they say we have done this or that…unless you are actually a 

part of it, you don't know the truth. The media has a lot of power. They only 

say how bad we are. There is no write up about the good we do. Just the so-

called bad. I don’t know….It’s frustrating. 

Some interviewees also remarked that poker machines in clubs are targeted for 

criticism more than other forms of gambling. As Michelle illustrated: 

The media goes on about the gambling. It only wants to tell everybody how 

much people are losing. I guess those people will always have that 

problem…but I suppose because there are more poker machines now than 

ever before in Queensland, it just seems to be a bit more. I think the media 

really is just pushing it. For some reason it was particularly targeted at 

gaming machines…and us! 

The next sub-theme of the theme, Media attitudes to gambling services, 

describes the interviewees’ thoughts about the sources of influence on the media, and, 

in turn, the influence the media has on the community by presenting its views of 

gambling.  
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Influences on the Media. The influence the media has on the 

community  

The first part of this sub-theme identified two sources of influence on media 

attitudes - the government, and critics of gambling. The government, as a source of 

influence on media attitudes towards gambling was targeted negatively, as can be 

seen in Christopher’s comment. 

I’m sure there are some people in the Government who are purposely 

setting the media up. I’m sure of it. I think the media are too easily influenced 

by people with connections in the right place…yes, the Government 

definitely. These people have whole media sections to build a picture. If they 

want to push something through, they will build a program around it. If the 

paper write it, people will believe it…but if it’s in a Government 

document…people disregard it…it’s a very powerful tool. 

Moreover, comments about the influence of critics of gambling on the media 

were made by several interviewees. Paul said: 

Well, the percentages we see of the whingers about gambling and poker 

machines, I think, is very low, but they are getting a lot of media and push. 

We have all read it and all seen what is printed by the media… and there is 

a certain amount of charity organisations and the like who seem to think that 

money should go elsewhere, or whatever…but you cannot tell people how to 

spend their money. 

In contrast to the influence of government and charity organisations, Robin, a 

manager, was one of several interviewees who thought that clubs have very little 

influence on the media. He claimed that because of the perceived impact on the media 

of the government and anti-gambling groups in relation to gambling concerns, only 

negative aspects of clubs are publicised.  
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It’s pretty hypocritical of that media campaign to say that clubs are the big 

bad people…or that hotels are the big bad people…with all of these gaming 

machines and so forth. They only want to discuss how much people are 

losing. It’s very hard to get them to cover good stories. For example…You 

might give somebody something for a charity and all they are saying is, "Oh 

yeah, but you are not really giving it away, because you have made all this 

money out of poker machines". I think the media is looking for the negative 

side of the industry. Whenever they pick up a negative story…and they will 

run with it. If we try to give an answer back to them about the truth, or the 

positive side…you’ll very rarely get it covered. That’s the media in all 

aspects though…they have a very negative attitude towards what we do. 

The second part of this sub-theme identified the influence of the media on the 

community. Julian, one of the supervisors, for example, commented that the media 

influences community attitudes about gambling in a biased way by reporting on only 

the negative aspects of gambling. He said that the local community usually is unaware 

of the actual facts, and therefore they can get caught up in the “hype” of the media. “It’s 

very powerful. People believe what they read…it plants that seed in their mind.” 

Moreover, Aaron, another bar and gaming supervisor commented. 

A media splash we had a while back about problem gamblers with poker 

machines worried a lot of people. Especially the elderly people. They didn’t 

perceive themselves as problem gamblers or gamblers. They perceived 

themselves as having a bit of fun on the poker machines. Now some of them 

try to hide from the gaming staff how much they are spending on the 

pokies…The media does have the power to push that point.  

Overall, the theme describing media attitudes to gambling in clubs showed that 

all interviewees had negative opinions about the media and identified it as the key 

source of problems for clubs. The media was considered to lack integrity by presenting 
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biased views, particularly from groups opposed to gambling, and by 

sensationalising and targeting poker machines for criticism more than other types of 

gambling (e.g., horse racing). As a result of the biased presentation of gambling, the 

interviewees also agreed that the media negatively influenced community beliefs about 

gambling. Interviewees expressed concern that the media show little support for clubs 

by not reporting on the extent that clubs support the community, and, in particular, their 

local community. While interviewees believed that managers of clubs have little 

influence with the media, they held negative opinions about those groups that they 

thought did have influence with the media, such as the government, and critics of 

gambling. 

The next section presents the attitudes to gambling held by stakeholders 

internal to a club.  

Internal stakeholders 

Three themes, Organisational support for gambling, Welfare of the local 

community, and Staff beliefs about patrons who gamble, emerged to identify attitudes 

to gambling by stakeholders internal to a club. 

Organisational support for gambling 

Two sub-themes contributed to the theme Organisational support for gambling. 

The first, Values justification of gambling emerged from the way staff members draw on 

the belief system embedded in the culture of clubs to support gambling in clubs. The 

second, Functions justification of gambling, emerged from what the interviewees 

considered to be the benefits of gambling. Each is examined in turn: 

Values justification of gambling 

The sub-theme, Values justification of gambling described how staff draw on 

values to support gambling in clubs Firstly, several interviewees gave their personal 
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opinions about gambling. While none admitted liking poker machines, 

several revealed their personal dislike for them.  

Personally, I don’t have time for gaming machines. I don’t like them at all.    

(Paul) 

From a personal point of view, I don’t like the poker machines. I have found 

that the industry has changed dramatically since we’ve had them. People 

are more demanding. Clubs now are really a business…which it has to 

be…but it’s very profit orientated now.    (Stephanie) 

Regardless of their personal opinion of poker machines, all interviewees, 

however, supported people playing poker machines in clubs by saying that people 

have the right to gamble for recreation. Christopher, for example, remarked: 

I am a little bit of the old school where I feel that gambling is their decision. 

However, I am not a gambler - never have been, and I think from a 

philosophical point, I’m not comfortable with gambling. However, if people 

want to engage in this activity, then that is their choice…and I accept and 

recognise that. A lot of people get enjoyment out of it. So, if they’re getting 

enjoyment out of it…is it so wrong? 

Consequently, several interviewees were of the belief that people gamble 

because they choose to, and not because they are pressured by clubs to do so.  

The gaming side, I think, is a relaxation that some people can afford. It’s like 

anything, I guess. If you have a certain amount of spare money and that’s 

where you want to spend it. We don’t get them in any other way other than 

they want to walk through those doors. We don’t get them in to sell them 

anything. They come in because they want to.    (Liam) 
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Robin highlighted the focus by a number of interviewees on people’s 

freedom to gamble, by comparing gambling expenses in clubs with other forms of 

financial expenditure. 

I don’t believe you have the right to dictate how people spend their money. I 

have friends who are high-income earners who have huge mortgages 

because they spend their money. They don’t bet on poker machines, but 

they lease cars that they probably shouldn't and they take holidays that they 

could do without. They just waste so much money, and yet, no one is telling 

them that this is the wrong thing. If they become unemployed they will be on 

the dole immediately because they have no reserves…and yet that is okay. 

Interviewees also tended to support gambling by commenting on the perceived 

benefits of gambling. A number of positive functions of gambling were identified, and 

are discussed next.  

Functions justification of gambling 

This sub-theme shows how the staff of clubs associated gambling with positive 

attributes. Two functions of gambling were apparent from the interview material, with 

gambling being considered beneficial to patrons, the club, and the local community.  

In relation to the first function of gambling, all interviewees commented that in 

their club, poker machines are considered beneficial to patrons by being a source of 

entertainment and enjoyment for many people. Several interviewees referred to the 

poker machines as “entertainment machines”. The following comment by Taylor is 

typical of what the interviewees said: 

They are there purely for the entertainment of people…and for dollars. 
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Interviewees also tended to discuss the benefits of gambling for 

patrons while minimising its negative aspects. For example, Brooke, a bar and gaming 

employee, said:  

It {gambling} could create a great deal of entertainment for 98.5% of the 

people and it could be perhaps a problem for 5%…or maybe 1% of others. 

The entertainment purpose of poker machines for patrons tended to be 

reinforced by a number of interviewees like Ethan, who compared clubs before and 

after their introduction.  

As I said, I think it’s unique to be in one club for several years without pokies 

and several years with. I have seen the difference. Some of these people 

are actually getting out and enjoying themselves. Sure…they might have a 

flutter… but that’s not the focus of their day…it’s a part of the day…a part of 

the fun. It’s entertainment…just like going to the movies. It’s a lot of fun for 

everybody. 

 Although the majority of interviewees saw poker machines as an 

entertainment factor, nevertheless, two conditions emerged that were attached to their 

use. If met, these conditions served to support patrons’ playing the machines. Firstly, 

poker machines need to be used ‘correctly’, that is, for entertainment only. Taylor 

described the perceived ‘correct’ use of poker machines.  

If it’s used correctly and used as an entertainment…and a lot of elderly 

people do use it…and they look forward to it. I have elderly parents and they 

enjoy this sort of thing. I think that if it’s used in the right manner, I don’t think 

there is any problem with poker machines. However, like everything, there 

are people lying on that beach now…abusing the sun and getting sun burnt. 

They’re going overboard. There are people down there who are really fat. 

They are eating too much. You get that everywhere. There are people 
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driving down the road too fast. What do you do?  Most people are 

reasonably intelligent enough to be able to work this out for themselves. 

The second condition attached to gambling highlighted that patrons need to 

acknowledge that poker machines are not for the purpose of making personal profits 

(winning). Ethan and Robin remarked. 

Anyone who thinks they are going to make money out of them is joking.    

(Ethan)  

If anyone thinks they can win on a poker machine, firstly, let me say that 

they have not done their homework. Because, if they look at an 

establishment like this, or if you look at a casino or any of those magnificent 

buildings, you do not build them because people win on poker machines. 

This place has not been made on winners. It’s been made on losers. 

No…poker machines…you do not make a profit on. But I’m not going to stop 

people if they want to come and spend their money.    (Robin) 

The perceived second function of gambling served to benefit the clubs 

financially, with most interviewees explaining that clubs depend on gambling revenue 

to function. Gambling revenue is therefore used for purposes such as payment of 

wages, bills, entertainment, food, cheap services for patrons, upkeep on the club, and 

assistance to the local community. Some used words like “life blood” to emphasise its 

importance for club survival. Paul, a general manager remarked: 

Gaming is the lifeblood of the cash flow. Any business that has them…their 

whole world revolves around it. They are so tied to their gaming turnover. 

They {clubs} have huge debts. If their gaming fluctuates, or whatever, they 

may struggle to pay their bills. Yes, it’s fairly true to say that the gaming is 

the lifeblood of the club. 
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Other interviewees thought that gambling was the “driving force” of a 

club. For example, Aaron said:  

Gaming clubs can’t do without it…the driving force. They would have gone 

broke without gambling. The gambling is where all the money is. It’s a 

positive from our point of view, the gambling, but it’s a negative to the public. 

Robin, like some interviewees referred to the gambling section of the club as 

the “engine room” to reinforce its financial importance to the club.  

The bar and gaming room are your engine room of your club. Here we rely 

on the gaming…because there’s not too many oldies who come in and drink 

themselves silly. 

A ‘Robin Hood’ type attitude seemed noticeable to me as observer researcher 

as a result of the interviewees commenting, often on more than one occasion, that as 

gambling revenue is used to benefit the members of the club and the local community, 

clubs encourage people to gamble. As Harrison said: 

I know that with the gaming, people lose a lot of money…but it does 

generate back into the community. It’s sort of a mentality where we are 

encouraging the parents to come in and gamble, so we have all of this 

money to give back to their kids and elderly. 

Several of the interviewees supported gambling in clubs by comparing their use 

of gambling revenue with that of hotels and casinos. Christopher, for example, 

explained to me that, on one hand, clubs use gambling revenue to assist club members 

and the local community. In contrast, private entrepreneurs retain the gambling profits 

from hotels and casinos. 

I have negativity towards Casinos and Hotels. Yes I do. Not because of the 

injustice. Again, I have no problem with the public and making money. The 
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biggest problem I have is multimillion dollar companies like Carlton United 

Breweries etc owning hundreds of hotels, taking money out of Queensland 

and heading back south into their coffers. I don't know if you already know, 

but the licensed Clubs are non-profit organisations and are designed to filter 

the profits back into their local Community. No money is going into anyone's 

back pocket. If the Community realised that, then I think they would spend 

more time in their Club…the Community Club, and know that their Club 

supports the Community, whether it’s cash or in kind, to sporting bodies, 

charitable organisations, etc etc.  

In summary, the theme explained that the culture of support for gambling in 

clubs is based on the belief that people have the freedom to choose to gamble for 

recreation if they want. Support for gambling in clubs was also reinforced by the 

perceived benefits of gambling to patrons as a source of entertainment and pleasure. 

Gambling was also considered to be the “life blood” of the club, with clubs dependent 

on the revenue from gambling in every capacity ranging from paying wages, 

maintaining and upgrading club facilities, providing varied and quality services and 

entertainment for members, and supporting the local community. Interviewees, 

however, described club support to the community as being more meaningful to them 

than a strategy to justify gambling in clubs, and as such, is discussed next. 

Nevertheless, it is considered an organisational resource for employees that may 

promote their empowerment, commitment and well-being, and could have been 

presented in Section B. 

Welfare of the local community 

The theme, Welfare of the local community, shows that a key organisational 

goal of a club is to assist the local community in various ways, financially and non-

financially. Firstly, Ben spoke of the original purpose of introducing poker machines into 

Queensland clubs. 
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The original idea when poker machines were introduced was for 

community gaming. One hundred percent of the money has to go back into 

the community, either with better facilities or give it away. We just put $20 

000 into the playground beside the club. So, whenever there is money…it 

goes straight back into the community. 

All interviewees commented about the variety of ways this support was given to 

the local community. Two sub-themes emerged: Employment opportunities, and 

Support for the community.  

Employment opportunities  

 The sub-theme, Employment opportunities, describes how clubs provide 

support for the local community by offering a large range of employment opportunities 

within the club. For example, Ben said: 

The other positive that I see out of it…as well for the Community…we 

employ roughly eighty people here on a full time and casual basis. It’s great 

to be part of an organisation that can offer such employment. 

Moreover, Ethan was one of several interviewees who emphasised that clubs 

have been in a position to benefit the local community through the significant increases 

in employment opportunities since the introduction of poker machines.  

There is more money going into the community. We used to employ…when I 

was here prior to gaming machines…we had 12 staff…and now we have 74. 

They are local people who now have a job…and we are providing a meeting 

place. 

Additionally, a number of interviewees remarked that the local community 

benefits because of the increased variety of employment opportunities available in 
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clubs, due to club expansion since the introduction of gambling services. 

Paul comments. 

The other positives, I suppose in my priorities, would be the employment 

opportunities for the local area. Particularly in tourism and hospitality. Even 

today, I think that is a broader opportunity for the younger generation coming 

through. I have often said that tourism and hospitality covers a very broad 

picture. It’s not just food, gaming and beverage…today we have 

opportunities in field maintenance…We have opportunities in marketing… 

computers…accountancy…entertainment…sound and lighting … 

cleaning…meet and greet receptionists. There’s the back of house 

opportunities as well. So, there’s a vast array of opportunities that really, I 

don’t think anyone has really put forth as a genuine club case.  

Robin also commented that clubs support the local community by choosing to 

use the local market and thus boosting local businesses.  

Employment is a big issue. Now, that employment does not just stop with the 

employment within the four walls of the club. We basically try to promote our 

local community. We have a lot of small business rely on this organisation 

for their livelihood…so we use the local market as much as possible. People 

like the local butcher…whilst he may not be able to compete with the big 

operator for our main supplies of roasts and such, we do give him the 

opportunity of supplying meat trays for raffles and, in some cases, that’s 

worth in excess of $10 000 every year.. It’s the same with fruit and 

vegetables. You’re looking at the local businesses in the area that supply us, 

because they are club members…and we put everything out to tender…and 

they are appreciative of our business.  

Paul was one of a number of interviewees who explained to me, that as a result 

of increased club assistance to local businesses, these businesses, in turn, benefit the 
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local economy by also providing additional employment opportunities, 

through increased hiring of staff. 

Now, I know that in several cases…some local people have had to employ 

additional staff to meet the demands of our business. I suppose, when you 

look at that, the flow on effect to the liquor industry, the food industry…and 

particularly in the food industry, because the supplies really would create 

many, many opportunities for employment outside this club. The furniture 

makers, builders, contractors, electricians and plumbers. The whole lot. So, 

there is that flow on effect from larger clubs generally to look after their own 

economy…if I can say that, in the local area. If they {other clubs} support 

their local businesses…the economy of that area would be great. That’s 

what we encourage. That, I believe, is another plus. 

In addition to providing employment for people of the local community, 

interviewees also detailed, often on numerous occasions, the financial and non-

financial support given by clubs to a variety of organisations in the local community. 

This type of community support is described next.  

Support to the local community 

In the sub-theme, Support to the local community, the majority of interviewees 

elaborated upon the empowering role clubs play in providing support to local welfare, 

community, and sporting organisations. While this support usually requires financial 

backing from gambling revenue, it also exhibits strong citizenship behaviour. As 

Christopher and Stephanie said: 

In fact, our wealth is judged by how many people support us {by gambling}. 

Financially our balance sheet is strong, but cash wise we are not all that 

strong because we give so much to the community. We make it fairly difficult 

on ourselves. I mean, if you have a look here…the positives for the 
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community…next door would not have been built…the new library would 

not have been built.    (Christopher) 

I know we at this Club are extremely Community based. We are not the 

ogres. We are not here to build bigger Clubs. Sure you do need the money 

to build places…but it’s only for the benefit of the Members and the benefit 

of the Community. If anyone saw what we do here on a day to day 

basis…and what we do for the Community. We have taken things on for 

junior development…we try to provide decent playing grounds, etc.    

(Stephanie) 

In particular, emphasis was given by most of the interviewees to the support 

provided by clubs to local sporting and community organisations.  

…Also the ability for a club to support sporting organisations that struggle. I 

suppose, when we say that, the (name) complex is a prime example…for us 

anyway. We now provide the work for nine people full time, looking after a 

32-hectare facility, which is 2 km from here. It provides three rugby union 

fields, four cricket fields, beach volleyball, seven hockey fields…and we 

have sixteen sporting organisations utilising the facilities…plus all of the 

local high schools, private and state schools…free of charge. So they 

play…hockey…cricket…men's…women's…and juniors…beach volley 

ball…mixed ladies softball…ladies hockey…junior hockey. We have two 

hockey clubs actually…so I suppose that’s a big plus…an athletics 

club…fishing club…indoor bowls… outdoor bowls…arts and craft…we run 

computer courses for people in our club…great network.    (Christopher) 

Christopher was one of a few interviewees who remarked on how their club 

assists its members and the local community by providing a variety of other charitable 

services, possible through the revenue from gambling. 
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We ourselves developed a literacy course here as a pilot program…and 

we only advertised it internally. We were looking for twelve participants and 

we got some funding to go ahead with it. We advertised it internally to our 

members and at the local council swimming pool…and within two days we 

had 180 applicants. Now, they were people aged from 16 to 85, and 

personally…I think that’s an area that no one really has taken the 

opportunity to explain. A lot of the elderly, particularly in the males, have 

never had schooling, and people forget that these people went to war. They 

had no schooling, and when they came back, they were past school age. 

They had come from farms and some of them still cannot read and write. It’s 

amazing. People just forget about that…and they say, “Oh, we’ve got a 

problem with this" {making money from gambling in clubs}. 

Robin elaborated on the types of ways outlined by several interviewees that 

clubs support members of the local community in a non-financial way. 

We just had a situation recently where some vandals burnt down a soccer 

club and they were under-insured. Well, right at this very moment we have 

called them in…we have set up an appeal for them…and we are trying to 

find ways to help them resolve the matter. They were just sitting here last 

Friday…and the feeling of contribution when we were able to say to them, 

“Look, let's try all of these things”…and it’s not a direct donation from 

us…but just a few of us getting in and working…and all of a sudden we are 

going to have a fare slab of the money that they need. So, there are lots of 

good things like that. 

Overall, the theme, Welfare of the local community, suggests that a key 

organisational role of a club that promoted the empowerment and well-being of staff 

was to consider the needs of the local community by building supportive relationships 

with its members through a variety of avenues. One such method involved employing 

staff from the local area where possible. As a result of the expansion of clubs since the 
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introduction of poker machines, employment opportunities have significantly 

increased in numbers and type. Clubs also benefited the local community by giving 

preference to local businesses as much as possible, thus boosting the local economy. 

Additionally, clubs built supportive relationships with a variety of local sporting and 

community organisations by providing them with financial and welfare assistance. 

Nevertheless, while there was evidence to show clubs take a positive view of 

gambling and depend on gambling revenue for their existence, enabling them to meet 

goals such as to provide support to the local community, staff work in close proximity 

to, and interact with, patrons who gamble. Hence, staff beliefs about patrons who 

gamble, especially those patrons who may have a problem with gambling, were also 

noted, and are discussed next.  

Staff beliefs about patrons who gamble  

From the theme describing staff beliefs about patrons who gamble in clubs, 

three sub themes were identified: Staff beliefs about problem gamblers, Patron and 

Club Responsibilities, and the Clientele..  

Staff beliefs about problem gamblers 

This sub-theme described staff members’ perspectives about problem gambling 

within clubs. Most interviewees accepted that problem gambling is a concern, and as 

Chantell, a bar and gaming employee revealed:  

I believe problem gambling is a problem. I think you’re always going to have 

your problem gamblers. 

Other comments by interviewees, like the following by Wyatt, a supervisor, and 

then by Robin, a general manager, also showed the negative aspects of gambling.  
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Gambling is a negative. You always get concerned about people that you 

might see here day in and day out. You get to learn to know the people who 

have the money to afford it, and the people who don’t.    (Wyatt) 

The negatives would be the compulsion of some people…to control the 

gaming…Can I say, {problem} gambling, in general, happens. Whilst we 

have not experienced more than two cases here where I’ve had to intervene, 

we’re conscious of the impact that it can create in the lives of many people.    

(Robin) 

Jon’s comment was typical of several interviewees, however, in that he thought 

that very few patrons have a problem with gambling.  

 A minority of people have a little bit of a problem. 

Danielle agreed that there were minimal problems associated with patrons who 

gamble in clubs. 

However, like I said, we don’t have too much trouble here on that side of it. 

We only have a little bit where the children have been left in the kid’s club for 

too long and they start carrying on. It’s not their fault. They’ve just been there 

too long and they can’t handle any more. We just try to discreetly say to 

them that it’s upsetting the other customers. But, we don’t have too many 

hassles. 

Other interviewees, such as Robin, said there were no problem gamblers in 

their clubs.  

I don’t think that we have a problem with gamblers here. The problem that 

we do have is that we don’t have enough gamblers here. 

Some interviewees also considered that problems associated with gambling are 

overstated. Julian commented: 
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I think that it’s really probably overstated that there’s a problem with 

gaming. We now have the situation where gaming machines have now been 

in Queensland for about eight or nine years, and if it was such a problem in 

the Community, then we probably would’ve seen a bit more of it starting to 

emerge.  

The interviewees, overall, also tended to say that the cause of problem 

gambling was due to negative characteristics internal to the customer rather than the 

easy access that people have to poker machines, as research has indicated 

(Productivity Commission, 1999). Liam, for example, indicated that some people lack 

control over how much they gamble because they “suffer an addiction”, or have an 

“addictive personality”. Wyatt also said: 

Problem gaming is not just a phenomenon that’s been brought about by 

gaming machines. People have been putting money on racehorses and a 

whole range of things… so for people to suggest that all of a sudden the club 

industry or gaming industry have contributed to this new phenomenon in our 

society is crazy. Anybody who’s got a habit, whether it be gaming, drinking 

etc, will satisfy that habit one way or the other. 

Another interviewee supported gambling in clubs by emphasising not only that 

some people suffer addictions, but also highlighted the benefits of gambling revenue 

for the community. Wyatt’s comment illustrates.  

Like alcohol, gambling can be an addiction. It’s probably just a more 

expensive addiction than what the smoking or drinking is, but it’s still an 

addiction. It could lead to family break downs, or health problems and the 

like. It’s just being able to put everything into perspective. None of the 

figures are really generated on how much money is put back into the 

community through the gaming machines…None of that is ever publicised. 



 159

 

Another aspect of gambling described by most of the interviewees 

was related to club and patron responsibilities. 

Club and patron responsibilities for gambling  

This sub-theme described the responsibilities of clubs and patrons in relation to 

gambling. Additionally, the interviewees described the level of effectiveness of the 

gaming regulations to stop the problems associated with gambling.  

Tamara, a supervisor, shared similar views to the majority of interviewees when 

she said that she expected gamblers to take responsibility for their own gambling 

behaviours.  

I think a problem with society is that people need to start taking responsibility 

for their own actions. 

We are supposed to be the watchdogs over people who are grown up 

people, just like us. It’s the same as crossing the road. You look both ways 

when you cross the road…so why not bring that mentality into it. "Oh, I only 

have a certain amount of money to gamble…so I should be responsible for 

my own actions".  

This expectation of self-responsibility for gambling, however, is contradictory to 

the belief also held by the majority of interviewees, and described in the previous sub-

theme, that some people suffer gambling addictions, and therefore have difficulty in 

taking responsibility for their own gambling behaviours. Moreover, people considered 

by the interviewees to lack control over their gambling behaviours tended to be labelled 

in a negative manner. The comment by Chantell illustrates. 

I think that the betting is up to them. I don’t know how so many people afford 

it…but they must get the money from somewhere. Whether it’s their kids 
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who go without, then they’re a bad parent aren't they. It’s up to them to 

control themselves. They know that there are places that can help them 

 Interviewees also discussed the legal regulations attached to gambler 

responsibilities. Firstly, interviewees such as Michelle said that gamblers are legally 

required to take responsibility for their own gambling habits: 

However, the law states that we can’t stop anyone unless they stop 

themselves. Some of us may be aware that someone has spent too much on 

gambling, but, like I said, our responsibility is to wait for that person to 

approach us…and let us know that they need help. 

 Secondly, Taylor, a bar and gaming attendant explained to me that the legal 

responsibilities placed on gamblers give priority to peoples’ freedom to choose to 

gamble. Gamblers, therefore, are required to take the initiative in seeking club 

assistance if they consider they have a gambling problem.  

The law is quite specific now that we must assist people if they approach us. 

Like I say, that’s the hard part…getting them to approach us. 

It was noted from Danielle’s comment, however, that the legal responsibilities 

placed on patrons also overlooks the fact that a key characteristic of problem gamblers 

is their inability to take control of their own gambling behaviours.  

Some people will break down and cry because they have just spent their 

rent money. There’s just nothing we can do. It’s my way of thinking that the 

law should state that if we consider them having a problem…well…we 

should be able to stop them. However, the law states that we can’t stop 

anyone…unless they stop themselves. We can’t direct them to stop. 
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Several interviewees, such as Aaron and Taylor, also described the 

negative consequences for staff when gamblers who consider they have a gambling 

problem take the initiative and ask for club assistance.  

…Or, if they come in for a drink…and go for a gamble, we just have to say, 

"Do you remember what you asked us?"  We can’t get into too much trouble 

because they have asked us to do that, so…on the legal side of it, we are 

covered. That’s the scary part. If we don’t do it right, we can find ourselves in 

a bit of a lawsuit.     (Aaron) 

If I walked up to someone and said, "Mate you’ve got a problem…you’re 

wasting your money", he’s going to turn around and say, "That’s 

defamation", and you end up in court. You’re not going to stop them.     

(Taylor). 

Harrison gave his opinion on how government restrictions on staff prevented 

them from taking the initiative in assisting a person they considered was a problem 

gambler.  

They {government} haven’t done anything different than they ever have. If 

they wanted to stop the problem gambling, they would give us the authority 

to at least curb them when they were on the premises. We can’t do that. 

When they {patrons} come up to you and cry because they have blown all 

their money…that’s a fair indication that they have a problem. When people 

do that, you can’t do anything about it. They will come up crying and ask for 

just another $10.00 worth and you can’t say to them, "No, I’m not going to 

serve you". You can with alcohol…only because it’s detrimental if they get in 

their car and go on the road. The only people that suffer if you stop them 

from gambling are the Government…because they don’t get as much 

money. That’s why they don’t do anything about it. They don’t give you that 

authority to stop them. 
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Nick and Brooke explained the type of club responsibilities required 

by the responsible gaming regulations in relation to assisting patrons with gambling 

problems. 

We are doing the best that we can. Apart from giving them the literature and 

not letting them gamble here…there’s not a lot more we can do. We can sit 

down and talk to them…if anyone gets distressed, or anything like that. 

Sometimes they will blow all of their money…and the staff will talk to 

them…but…we really can’t do anything.    (Nick)  

We have signage {posters} up in regards to responsible gaming. I don’t think 

that works…but don’t tell anybody that. It’s the educators that like to think 

that by putting up signs you’re going to educate people. I have never known 

that in my life.    (Brooke)  

Robin and Jon, both general managers, were two of several interviewees who 

commented that the managers of clubs also take responsibility for problem gamblers 

by banning them from gambling at their own request. The interviewees, however, 

described the ineffectiveness of this method for both the club and the problem 

gamblers.  

What do you do?  If you turn them away from here, they will just go to 

another club and do the same thing. Obviously, we can’t do anything unless 

they come and tell us that they’ve got a problem.    (Robin) 

I think the law is so hard to enforce. We can get a problem gambler here to 

sign a form to say that the club will take responsibility…and not allow you to 

play our machines here. However, that doesn’t stop you from walking out of 

the door and going up the hotel up the road…and sitting down there. What’s 

the point?  It’s really frustrating.    (Jon)  
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In addition to perceiving that the gaming regulations are ineffective 

in stopping problem gamblers, many interviewees also expressed the difficulty in 

identifying a problem gambler. As acknowledged by the Productivity Commission 

(1999), there is no clear point at which a recreational gambler becomes a problem 

gambler, and there is a range of behaviours with negative impacts of escalating 

severity. Furthermore, most problem gambling definitions maintain there is both a lack 

of control by the gamblers over their gambling behaviours, and, additionally, there are 

adverse personal, social, and financial impacts resulting from the gambling behaviour 

that may be unknown to staff members. Julian and Wyatt highlighted some of the 

difficulties faced by many staff in their attempts to identify problem gamblers. 

Defining and pointing out who’s a problem gambler is extremely difficult. It’s 

impossible. You can’t judge someone by the amount of money that they 

spend…or the clothes that they’re wearing. We’ve had ladies…or people…in 

the past, who have put a lot of money into it, but…when you speak to them, 

or get to know them, you hear that their partner may have passed 

away…and left them a lot of money…or their children are financially 

independent…or they don't get along with their children. It’s their only form of 

release and entertainment. They mightn’t have too much longer to live. You 

can’t deny a person of entertainment.    (Julian)  

As far as responsible gambling is involved…it’s a very hard issue. Not even 

the best psychologist could walk in here and say, "he has got a gambling 

problem". You might see him slip three $100.00 notes in there. That’s the 

indication you get. We are supposed to identify those people. They might 

come in here, dressed in their stubbies and old shirt, or whatever, sit there, 

and slip $500.00 in there. Who are we to say that they can’t afford that…and 

they have a problem…when they might’ve just inherited a million dollars? 

Staff are people who relate well to patrons…but they don’t appear to have 

those skills to identify ‘at risk’ people. I don’t say I do either. (Wyatt)      
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While the majority of interviewees discussed their difficulties in 

identifying a problem gambler, a few interviewees thought that identifying them was 

easy, and tended to make negative comments about them.  

If you say problem gamblers, then yes, I could definitely point one out. To 

say that we’ve got any here, I don’t think so…no. They stick out, problem 

gamblers. They have a bad attitude. They can’t handle when they lose the 

money. The are obviously drunk all of the time, or something like that. They 

do. They stick out. However, as I said, we do have some big gamblers…but I 

wouldn’t say they are problem gamblers.      

Most of the interviewees also discussed some of the negative consequences for 

the club and staff when patrons are identified as having a problem with gambling. One 

consequence highlighted by Chantell is that patrons tend to leave the club. 

It got back to a patron that one of the workers was standing behind him 

doing a clean, and she stopped to watch him and he gambled it and doubled 

a pretty high credit. When he lost she said, "Oh no, you shouldn’t have 

gambled it". He told reception that he would not be coming back because he 

said, "What I do with my money is my business. I don’t need people telling 

me not to gamble…or do this…or do that". They like their privacy and like to 

be left alone. A lot of them would probably just like a dark room with a 

machine in it…and to be just left alone.  

Moreover, the interviewees said that patrons tend to feel embarrassed and 

attempt to avoid being identified as a problem gambler by avoiding staff. As Tamara 

noted: 

It’s also making a lot more people shy about coming up to the counter to get 

money. They are looking now for the machines that take note acceptors so 

they don't have to come to the people at the front counter who know how 
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much they are spending. They’re also looking for places that have coin 

dispensing machines so they don't have to go and get money. 

Paul, a general manager, encapsulated staff opinions about the effectiveness of 

the responsible gaming regulations in preventing problem gambling. 

You’re dammed if you do…and you’re dammed if you don't, in that area. 

The next sub-theme describes staff beliefs about the people who frequent clubs 

The clientele 

This sub-theme described characteristics of the patrons who gamble in clubs, 

and included comments on the age of customers, their employment status, their 

behaviours, and the reasons why they gamble.  

Many of the interviewees noted that older and often retired people tend to 

frequent clubs and play the poker machines. As Ben said: “Old, retired people frequent 

clubs and spend money…this is a club niche, and it works”. Jon, however, highlighted 

the stigma attached to clubs as places frequented by older people.  

We’ve tried to get younger people here with young shows and young bands. 

The bands that are currently played on radio, sort of thing…the big teenage 

followers. However, they’re a once only. That audience doesn’t come back 

here on a normal Friday night. They only come here for the show and that’s 

it. They don’t come here to socialise without that attraction. Again, because 

of the stigma that it’s an old people's place…somewhere where mum and 

dad goes. 

The majority of patrons were also perceived to be from a working class 

background, lured perhaps by the cheap club services such as food and entertainment, 

and the easy to play, as well as easily accessible poker machines. Julian commented. 
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That is what clubs are mostly made up of - all blue-collar workers. It’s very 

much a working class environment…and the problems that I’ve experienced 

here are very different to the experiences at (name of nightclub). It’s a 

different mentality. People here would walk in with thongs…with no qualms 

about it. 

In addition to agreeing that patrons tend to be old, retired, or from a 

working class background, many interviewees also said that many of the 

patrons who gamble are often unemployed. Consequently, interviewees such 

as Ben noted that the people who are most likely to gamble in clubs, are the 

members of society least able to afford it.  

 A lot of the players are blue collared workers. They’re blue collars and 

unemployed…the people that can least afford to play it will play it. 

The interviewees also provided a number of explanations for why patrons 

gamble. A few, for example, said they believed patrons gamble to win just for the buzz.  

If you’ve ever spoken to anybody that’s been a gambler, they never tell you 

when they lose…they always tell you when they win. They only remember 

the win side…and that seems to give them a buzz…unless they lose heaps 

of money and panic out of it…that’s all they come for, that little buzz side. 

That’s all they’re looking for.    (Taylor)  

However, other interviewees said that people played the poker machines to win 

money in the hope of transcending their present, and often unfortunate, financial 

situation. 

 Your demographics are not brilliant as far as this end of it. It’s a very fixed 

income…blue-collar worker area…retirees. They provide the income… rob Peter to 

pay Paul. They search for the impossible dream…and there is often none.    (Robin) 
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Several interviewees, Chantell, for example, additionally remarked 

that the older people, particularly women, played for the social interaction and to avoid 

loneliness and feeling housebound.  

With the pensioners, if they are widows…instead of sitting at home, they 

come out…and they can sit at the poker machines, have a bit of fun and talk 

to the person next door to them. They get away from that loneliness at 

home. They don't really care about their money any more.  

Like several interviewees, Danielle and Brooke commented on the perceived 

importance of gambling for companionship for many old and lonely people.  

Having an older clientele, they might not have a partner…so they come 

down here, and they appreciate being said hello to…maybe on a first name 

basis…if there’s someone who cares. They can have a chat to someone. It 

mightn’t take much…but that’s what they need to get through their day.    

(Danielle) 

We get so many older people who just need to be around people. They 

collect their showcase {gift for winning at the pokies}, so I have a chat to 

them. It makes me feel a bit sad. But oh well. Especially when you get here, 

and it’s a beautiful day outside, and they’re in here. I think to myself, "I wish I 

could be out there"…I suppose they have their reasons.    (Brooke) 

In addition to describing characteristics of the patrons, and the reasons they 

thought patrons gambled, most of the interviewees also discussed being confronted 

with a range of patron behaviours. A number of interviewees, for example, commented 

that some people get upset and cry because they have just “blown all their money” 

(Harrison) or “spent their rent money” (Danielle). Other patrons behave rudely and “get 

a bit agro when the machine is not paying, and start making a scene”. Some people 

“get abusive …and it’s something that we have no control over.” (Taylor). Some of the 
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interviewees also said that customers sometimes yell at them, “especially 

the ones that have been sitting there gambling all day” (Brooke). It was additionally 

noted that some patrons become very impatient, especially when staff are very busy. 

Chantell said: “you get them running around…chasing you around the pokies…asking 

how long we’re going to be”. A few staff said they were also confronted with family 

arguments over gambling. As Taylor said, “I don’t deny that. Anyone that does is telling 

lies”. A number of interviewees, Liam, for example, commented on the patrons who 

gambled for long periods.  

You also see someone that’s here before I get here…and they’re still here 

when I leave. I suppose they just want company though. They’re bored. We 

get so many older people who just need to be around people. 

The sub-theme, The clientele, presented the perceptions of the interviewees of 

characteristics and behaviours of the patrons who gamble in clubs, and their reasons 

for gambling.  

Overall, the theme describing staff beliefs about patrons who gamble showed 

that most interviewees accept that problem gambling is a concern for staff. 

Nevertheless, while the majority of interviewees agreed that it is difficult to identify a 

problem gambler, the overall opinion was that there are very few patrons, if any, who 

have a problem with gambling. Problems associated with gambling are believed to be 

overstated, while the benefits of gambling revenue for the club and community were 

highlighted. Supported by the legal regulations, the interviewees thought that patrons 

should take responsibility for their own gambling behaviours, and tended to attribute 

the cause of problem gambling to negative characteristics about the patrons (e.g., an 

addictive personality). Persons who were thought to have a problem with gambling 

tended to be labelled negatively. Moreover, the legal regulations about club and patron 

responsibilities towards patrons who gamble were considered by the interviewees to be 
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ineffective in stopping problem gamblers from gambling. The interviewees 

also described the patrons as being older, retired, from a working class background, 

and often unemployed. Interviewees thought that the patrons gamble for the buzz, to 

win money to overcome a difficult financial situation, and for the social interaction. In 

particular, interviewees said that many older people, especially women, gamble to 

avoid loneliness and being housebound. The theme also highlighted staff perceptions 

of a range of patron behaviours that may impact on the well-being of employees.  

Part A of Study 1 has described community and media attitudes to gambling in 

clubs. It has included how and why gambling is supported in clubs, with particular 

emphasis given to the support given by clubs to their local community. Staff beliefs 

about patrons who gamble, and in particular, those patrons who may have a problem 

with gambling were also described. Part B of the study now presents the climate-based 

resources in a club that may positively influence staff empowerment, commitment and 

well-being. 
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PART B 

The Emergence of Climate-based Resources Influencing Staff 
Empowerment and Well-being 

Two themes, Employee Welfare, and Patron welfare, described how the club 

organisation meets the needs of two different groups, the employees and the patrons. 

An overview of the themes, and sub-themes is presented in Table 6.3. Each of the 

themes and sub-themes are discussed in turn. 

Table 6.3: Climate-based Resources: Themes and Sub-themes  

Themes Sub-themes 

A climate for employee 

welfare  

• Meeting the needs of employees 

• Interpersonal relationships 

• Supervisor and peer support  

A climate for patron 

welfare 

• A sense of belonging 

• Meeting the needs of patrons 

 

A climate for employee welfare 

A climate for employee welfare is described in this thesis as the perceived 

provision of organisational resources that promote the well-being of employees by 

showing consideration for their needs to feel valued and respected. Three sub-themes 

emerged from the interview material to create this theme. The first sub-theme, Meeting 

the needs of employees, describes how the club organisation meets the needs of 

employees to feel valued and respected. The second sub-theme, Interpersonal 

relationships, describes the importance of open and harmonious communication 

between all staff members, while the third sub-theme, Supervisor and peer support 

describes the support received by employees by their supervisors and peers. 
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Meeting the needs of employees 

This sub-theme describes how and why the organisation meets the needs of 

employees and contributes to their sense of empowerment. Several interviewees 

commented on the importance of feeling valued, respected and appreciated at work. 

As Danielle said: 

It’s good to know that you are still doing well…That I am appreciated. 

Stephanie was one of the majority of the managers who acknowledged the 

important role played by employees in the delivery of quality services and that 

managers needed to “have a lot of trust in their staff” to deliver these services.  

It wouldn’t matter what I did here {in my office}. If they {the employees} don’t 

follow through with it and promote the kind of thing that I want, I might as 

well not even bother about doing my job. The staff make you or break you…. 

Because of the contribution of employees to the delivery of quality service, 

importance was therefore given to gaining the support of staff members.  

The staff are happy so therefore the customers pick up on that. I try to work 

with them as much as possible. I think you have to have their support.    

(Michelle) 

Most managers and supervisors said they supported their staff.  

Nick (supervisor) and I think we are pretty approachable to the staff. We 

don’t go around stamping our foot up and down and speaking to the staff 

badly. We don’t believe you should do that these days. It doesn’t get you 

staff anyway. They will lose respect and won’t do their job to the fullest. No, 

it’s all just supportive talk to the staff…and they talk to us. Nine times out of 

10 we don’t even have to tell them to do anything…they just know off the top 

of their heads, and they go and do it.    (Ben)  
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Interpersonal relationships 

A number of support mechanisms to help employees feel valued and respected, 

and promoted their perceptions of empowerment emerged from the interviews. The 

interviewees, for example, commented on the importance of supportive relationships 

amongst all staff and across all levels that enabled them to work in a cohesive, 

relationship-focused group, often called “a family”.  

You have to have good relationships with the rest of the group. If you were 

constantly fighting something you would have to get out. We have managed 

to mould a really good group together. Everybody has the same vision.    

(Tamara) 

I enjoy inviting them into our family. I call it a family. We have a family here. 

Everyone knows everyone, and it’s an enjoyable family. You definitely don’t 

do too much out of tune, because everyone finds out. It’s a close knit little 

family. I like being a part of it and I like people coming up and saying g'day. I 

also like being able to serve that family in my best possible way.    

(Christopher) 

Some managers said that the policy of ensuring a close person-environment fit 

and the resulting cohesive, relationship-focused “family type environment” encouraged 

staff members to want to stay with the club. Wyatt explained. 

We have a very low turnover of staff here. That’s a bit of a pride to me in one 

respect. If you put someone together that wants to stay here that’s good. I 

put that down to not being too technical in the interviews. I would rather 

know the person, rather than what they can do. Sure it’s nice if they can pour 

a beer and know the procedures with doing payouts on the pokies and all of 

the practical hands on stuff. That’s great…but my main concern at the 

interview time is: Will this person fit in with everybody else who’s here?…Will 

they get along?…I don’t want a square peg in a round hole. Not that they’re 
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all round. Some of them are oval, and different shapes, but they fit in. It’s 

like a family environment. 

Chantell expressed similar views to several of the interviewees by commenting 

that she enjoyed harmonious relationships not only with other staff members, but also 

with many of the patrons, which seemed to promote her well-being and sense of 

empowerment.  

I love it. It’s excellent. It does have its bad points, but it’s great. Especially 

here, everyone is so friendly. You hear about people from other jobs and 

some of them are not even allowed to talk to each other. But everyone here 

is so friendly, and that’s what makes it such a good club. All the staff are 

good friends and we are all good friends with most of the regulars. It’s good. 

It’s a good atmosphere. The Management looks after us really well too.  

Several floor managers and supervisors commented on how communication 

between managers and staff members affected employee work outcomes. As Tamara 

said: 

Communicating with them is the biggest one. Listen to what they have to 

say. Involve them in decision making. The fact that they can sit down and 

talk about it is good...If they {the staff} do not agree with what you are doing, 

or at least know why you are doing it, they are not going to work with you. 

Staff have a really good knack of putting walls up. Brick walls. 

Comments by Liam and Taylor expressed the views of most of the employees 

who were interviewed by commenting on how being included in decision-making and 

feeling informed by management helped them feel respected and valued and 

enhanced their empowerment and work attitudes.  

…Giving views on certain aspects of the Club to help out, whether they are 

going to be helpful or not…they are asked for. We are included in decision 
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making. That’s good. You need that. You don’t want to come to work 

every day just as a worker. You can see problems that arise and think to 

yourself “that that could have been done a different way”. Being able to have 

a say is really good. It serves a purpose coming to work if you can be of 

some assistance. You’re not just a worker…like in some places.    (Liam) 

Another reason why I like doing what I’m doing is because I know what’s 

going on. I hate being part of something when I don’t know what’s going on. 

You have a lot of information at your disposal, so you can act on a lot of 

information. If someone wants to know something, you have a lot of 

information at your disposal that you can use.    (Taylor)  

Michelle described the interviewee focus on open and free communication in 

clubs and its benefits for staff empowerment and work attitudes, which, in turn, help 

achieve organisational goals. 

I don’t mind if anyone disagrees with me and so I really push that aspect at 

meetings. We have meetings where we have different staff chair the meeting 

to give them a little bit of empowerment and to make their skills grow. I sort 

of treat my job as a bit of a teacher in the aspect that my knowledge isn’t 

secretive…it’s what I should be passing on to them. It makes your job a bit 

easier I think. And so I encourage people to speak their mind. 

Many interviewees said that open and free communication between all staff 

members helped them to reduce the negative effects of suppressing emotions and 

lessen their stress at work. Wyatt and Nick comment. 

 I think communication is important. I think you need to get it out in the open. 

You can’t build it up, otherwise at the end of the week you’d be going insane 

if you had to keep it with you.    (Wyatt) 

We support each other and talk about it. I was generally not much of a talker 

to start off with, so I would build it up and explode somewhere down the 
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track…but I have probably learned to talk it through more. I express my 

frustration a bit more than I used to.  (Nick) 

Supervisor and peer support 

This sub-theme describes the support given by supervisors and peers that 

helped employees develop a sense of empowerment and promoted their well-being. All 

floor managers and supervisors highlighted that they supported their staff by being 

available to give them support. Tamara, for example, commented on the importance to 

employee well-being and work outcomes of giving the staff time and attention. 

…People just need attention…time and attention…so being able to provide 

that…and getting the feed back from the staff…and the patrons, who’ve had 

a good day. They really rely on your presence. I know that if I’m here then 

they {the staff} get this uplift and they feel like they’re part of the team and 

they want your attention all of the time. It’s really like having a bunch of kids. 

If you’re not here and are away too much, then they get a bit flat. So it 

doesn’t matter what kind of day you’re having, you’ve got to come in and say 

‘Hey, how are you going?’ And it’s the same with the patrons. Give them a 

bit of time and attention…always say ‘hello’ and you’ll always get the best 

out of them. I can get the best out of my team, and they’ll do anything for me 

for that reason. So I don’t like to be away from the floor too much because 

they need that. 

Wyatt was also one of majority of the managerial staff who contributed to staff 

empowerment by commenting on the desire to help employees in a practical way by 

helping them to problem-solve.  

I’m trying to get them along the path of problem solving, and I think they 

have come along really well. I would like to think that is one of the benefits 

they see in being associated with me…because we don't necessarily pay the 

best dollars in town…but I always think that if you balance the dollars with 
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the opportunity of learning, you will find you’re in a better position for the 

future. 

Supervisors also encouraged employees to actively seek out support as 

concerns arose.  

We do talk about it with our staff at regular meetings. At the end of the day, 

the staff are informed…and if there are any problems, they know that they 

only need to come to Jamie or myself and speak about it. They would 

know…they are the ones with the machines…and with the players…so they 

would know if there was a person who had a problem.    (Jon) 

I will go down and talk to them in the workplace. If they have problems, they 

just have to let me know. You do worry about them.    (Tamara). 

The employees who were interviewed, such as Danielle and Taylor, 

acknowledged the availability of supervisors to help them as needs arose.  

John (supervisor) and Renee (supervisor) have always said…that any time 

we have a problem, the door is always open if we want to talk. They are very 

available.    (Danielle)  

If there is something that concerns me, and I can’t make up my mind…I just 

get the Duty Manager.    (Taylor) 

A number of supervisors also said that by encouraging the employees to take 

the initiative in seeking support when concerns arise prevented them from feeling 

controlled by supervisors and managers. 

You can get a little bit close there sometimes when you are dealing with 

someone. If I can, I give my staff emotional support. I wouldn’t jump in and 

do it…that would look like some sort of control thing as well. If people want 

it, then I’m available for it.    (Wyatt) 
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Additionally, most of the employees seemed selective about their 

source of support, depending on the type of concern.  

It would depend on what the concern was about as to who I would go to for 

support.    (Brooke) 

Many interviewees indicated that they received support from their supervisors 

who they agreed “would help you through anything”. Nevertheless, while supervisors 

commented that they were available to support their staff, this did not seem to be the 

case in relation to employee concerns about gambling issues. The supervisors said 

they didn’t tend to discuss employee concerns about patrons who gamble with their 

staff mostly because the revenue from gambling was essential for the functioning of the 

club. The supervisors also thought there were very few concerns about gambling, even 

though in Section A, the theme describing staff beliefs about patrons who gamble 

highlighted staff perceptions of a range of patron behaviours that may impact 

negatively on the well-being of employees. Comments by Aaron and Julian illustrate: 

None of the staff get generally upset about the gaming. A few might mention 

that someone is spending a bit of money…but we try to cut it short and let 

them know that they are helping to pay their wage.    (Aaron) 

I don’t think the staff has any concerns. They have never raised it with 

me…but then again…I have never asked them if they find this a problem. As 

I said…we don’t seem to have any problems.    (Julian) 

Similarly, supervisors said that if their employees have any concerns about 

gambling, such concerns seem to have little negative impact on them. Julian and then 

Harrison commented: 

It doesn’t really affect the staff. I don’t think there is even any pressure on 

any of my staff. I think that if we suspect that someone has a problem, then 

yes…we will deal with it. 
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I don't think it (gambling) has a major impact on the staff. As far as the 

staff are concerned, I don’t really think the staff are under that much 

pressure. I don’t think that they get emotionally attached to customers…not 

to a degree where they would be put under any stress to see someone 

losing money. They would be concerned…but they would not be personally 

upset. They are here to do a job. 

All the interviewees at all levels of the organisation talked of the importance of 

receiving support from their peers. Brooke, Danielle and Chantell provide comments on 

peer support at the employee level.  

Susie (colleague) and I support each other all the time.    (Brooke)  

The girls who were in the bar and pokies area were here longer than 

me…and they knew more about the Club. If I had a problem…I would go to 

them. We all just got in and helped each other.    (Danielle) 

We have a pretty responsive group who do not mind telling each other how 

we do things or handle things. It’s very supportive. We also ring each other. 

We have to work together. If you don’t work together, you’re not a team. It 

just doesn’t work. For emotional support……it would probably be Toni 

(colleague).    (Chantell) 

Wyatt comments on peer support at supervisor level.  

Most of the time if I have a problem and I can’t handle it, I would have to go 

to other supervisors (my colleagues). 

Paul describes peer support at management level.  

The guys, on the night of the meeting, will hang around to late and say…"all 

the best mate!"…they even look forward to the day after it, because we have 

a little tea and coffee and a get together. That’s what they’re doing for me. 

That’s a form of affection…over and above the work.  



 179

 

Overall, the theme, A climate for employee welfare, showed that 

because of the vital role played by employees in the delivery of club services, 

managers need to gain the support of their staff. The theme indicated that feeling 

valued and appreciated by management positively influences employees’ sense of 

well-being and work attitudes. A number of organisational support mechanisms are 

used to help employees feel respected and promote their well-being and work 

attitudes. Interviewees, for example, said they appreciated working in a family type 

environment where harmonious relationships between staff are valued by 

management. Open and free communication with all staff members is also encouraged 

by management to help employees feel empowered and reduce their stress. 

Interviewees, for example, are encouraged to problem solve, included in decision 

making and given sufficient information to enable them to feel valued and perform their 

duties competently. While supervisors and peers were considered to be very 

supportive, supervisors tended to encourage employees to actively seek out support 

when they had concerns. Supervisors, however, tended to not discuss any concerns 

related to patron gambling behaviours with employees, and said, overall, that there are 

very few employee concerns related to patrons who gamble.  

A climate for patron welfare  

The theme, A climate for patron welfare, describes the perceived welfare of 

patrons as a key organisational goal of a club that also benefits employees’ work 

attitudes and well-being. Two sub-themes were identified, Cultivating a sense of 

belonging, and Meeting the needs of patrons.  

Cultivating a sense of belonging 

The sub-theme, Cultivating a sense of belonging, illustrates that clubs do more 

for patrons than provide basic hospitality services such as food, beverage, and 

gambling services. The interviewees discussed how clubs cultivate supportive 
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relationships, not only between patrons, but also between staff and patrons, 

as the following example by Brooke shows.  

…Whereas, here, you have to have the customer's friendship, as well as 

patronage…because they have to want to come to the Club. They want to 

come…for the friendship, and the companionship. 

The interviews showed that supportive relationships between patrons and 

employees provide a number of benefits. Firstly, most of the interviewees perceived 

that patrons develop an emotional bond to the club and there were several comments 

about the club emphasis on community building, where patrons feel a sense of 

belonging. For example, Robin said: 

It has become the meeting place, especially for a lot of older people. We 

have a free morning tea and a show on this morning. They all meet here… 

meet their friends, and have a great time. It’s great.  

Additionally, the interviews showed that employees, in the delivery of quality 

services, also benefit from developing helping relationships with patrons by forming an 

emotional bond to the club, and which implies a sense of meaningfulness about their 

work. 

As gaming and bar attendant I felt like I could get in with all of the 

customers…know them by name, and know about their families. You are 

sort of like their friend, more than anything, when they come in. I like that. 

They are really not a customer after a while… They’re your friends.    

(Brooke) 

Furthermore, a strong sense of genuineness was evident throughout the 

interview material with regard to relationships between staff and patrons. As 

Christopher said: 
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To the members here you become their friend. You become someone that 

they love to have a chat to. They know that when you talk to them, you are 

genuine, and I believe, if you say you’re going to do something for 

them…you do it. I encourage my staff to that too. 

Interviewees also talked about patron reciprocity that benefits both employees 

and the club. Harrison, for example, said that because of the perceived emphasis given 

by the management to the welfare of patrons, patrons tend to return the support, by 

giving loyalty to the club and contribute financially to their club, by spending money on 

the poker machines.  

Whilst I think of it, one of the really good strengths that I get out of this, is 

that the members here love to be a part of this club because they feel part of 

a worthwhile organisation. You come into here, and people at times, our 

patrons, are wearing club shirts. They are supporters. You often see them 

walking down the main street with the club gear on as well. You sit back at 

times…you look at these people…and you can see that they come in here 

and they want to be a part of the club. They are happy to be a part of this 

organisation. They feel by having a few beers here and spending a penny on 

the pokies, they are supporting us. That’s a very strong strength that we 

have. 

Meeting the needs of patrons 

This sub-theme describes how patron needs are met in clubs through the 

provision of quality services, and through delivering types of services that address their 

needs for social contact, entertainment, and safety, especially for the elderly. Jon and 

Michelle express the views of all the interviewees about the types of quality services in 

clubs.  

We have to look after our Members. They pay their money and they want the 

best that they can for their dollar. We have to provide that.    (Jon) 
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When it comes to community service, obviously the focus is on providing 

things for the members. Whether it’s free entertainment or prize bingo 

games. All sorts of things that they enjoy. They can just come in, enjoy a lot 

of these free facilities, and not involve themselves in gaming. Gaming is 

totally optional. It has become the meeting place…especially for a lot of 

older people. We have a free morning tea and a show on this morning.    

(Michelle) 

Clubs also provide for patron needs for social contact and companionship. In 

particular, interviewees commented on club support and protection for patrons, 

especially for the elderly. For example, Ben, and then Brooke said: 

The Legacy group. Probably the biggest group assembled in Brisbane would 

be up to 200 ladies coming today for lunch. They have lost their husbands of 

course…and we keep those sorts of people and the social issues 

there…Some of them are in their mid 80's, so I suppose, that’s a plus for 

us…we keep a very close eye on those people.    (Ben) 

So I think that’s one aspect…the community benefit. It’s very good on a 

social basis particularly for the elderly. It’s like their own little social club 

where they come to, and get pandered to, without costing them a lot of 

dollars…unless it’s of their own free will.    (Brooke) 

The interviewees also stressed the importance of not only providing a pleasant 

social atmosphere for patrons, free from harassment by other patrons, but also said 

that there was emphasis on ensuring the club environment was safe for everyone. 

Christopher, Julian and Ethan, respectively, said: 

A ploy I use is to sit down there among all the patrons and have my 

meetings with business people or whoever. They ask me why I don’t use my 

office. I say, sitting down there the members see you. They know you are 
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around. It gives them reassurance that if there’s a hassle, they know you 

are here for them. I want them to feel secure.    (Christopher)  

What we have done to try and maintain things, is to raise the standard so 

that we finish up with a pleasant environment…and everybody can enjoy the 

amenities and facilities here without being harassed, or feeling threatened by 

other patrons. That’s what we have done here…and I think that probably 

most clubs are the same.    (Julian) 

They now have a place where they can go, feel safe and are provided with 

all of the entertainment they require.    (Ethan) 

In summary, the theme Patron Welfare showed that the welfare of patrons is an 

important organisational goal that serves to benefit more than the patrons. Service 

delivery that includes the creation of supportive relationships between patrons, and, as 

well, between employees and patrons, leads to both patrons and employees 

developing an emotional bond to the club. While patrons develop a sense of belonging 

to the club, for the employees, helping relationships with the patrons may foster 

meaningfulness, and a sense of influence that contribute to employees’ sense of 

empowerment (Corsun & Enz, 1999). The theme also indicated that another 

organisational goal includes the provision of quality services for patrons that show 

consideration of their needs for social contact and entertainment in an enjoyable and 

safe environment that is free of harassment.  

Part B of Study 1 has described employee and patron needs and how they are 

met in Queensland clubs through climate-based resources. Part C of the present study 

highlights the benefits for an organisation and employees when employee needs are 

met, by examining psychological empowerment. The work outcomes of commitment 

and burnout, as an indicator of impaired well-being are then described. An associative 

analysis and presentation of the conceptual model is included at the end of this section. 
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PART C 

Identifying Staff Empowerment and Work Outcomes 

For this section, because of the focus on psychological empowerment in the 

present research program, the interview material was scrutinised for evidence of 

psychological empowerment, using the three dimensions of empowerment in a service 

industry as a framework (Fulford & Enz, 1995). Evidence was found for the three 

constructs, Meaningfulness, Competence and Influence, and each is discussed in turn.  

Meaningfulness   

For the theme, Meaningfulness, every person interviewed spoke, usually on a 

number of occasions, of the meaningfulness, enjoyment and pride they found in 

performing their duties, with many interviewees expressing love for their work.  

Personally, I just love coming to work. I think it’s a great industry…I believe 

in what I do. I have always said that getting paid to do something you love is 

a bonus. I just love it. I feel a part of the club spirit. I meet so many people. 

It’s not boring. There’s a different challenge every day. Surely there are 

problems…but there is always going to be problems. It’s how you handle 

them…and the support.    (Paul) 

Working in the club industry is very exciting. It’s a very social industry. They 

are very friendly…and supportive…I love the work and I feel a part of the 

club.    (Nick) 

The managers who were interviewed also said they found meaning in their work 

duties, and also thought similarly about the attitudes of their staff to their duties.  

I know that my job is such an important thing. It’s all great fun. For me…it’s 

my passion. Also they {the employees} tend to get that little extra something 
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out of their work…they feel a part of the club, and love coming to 

work…most of us do.    (Christopher) 

As far as the club goes…the most meaningful…and worthwhile thing for me 

is… coming in and seeing all of the patrons here…with the place full of 

people having a good time…as well as seeing the staff doing their 

job…taking pride in their work...enjoying being employed in the current 

economic climate…involved in their work place, and enjoying the interaction 

with the club members and the patrons.    (Jon)  

Competence 

The theme, Competence, contributed to a sense of staff empowerment by 

capturing the confidence that all interviewees expressed in performing their duties with 

skill, indicating a high level of competence. Comments by Ben, Danielle and Taylor 

illustrate: 

I am very confident in that I believe that I can, and will do what I’ve 

planned… and it will work in the best interests of the club.    (Ben)  

I feel I can manage most things. I’m a problem solver. I keep striving on to 

keep improving my skills. I take five minutes out to reassess what’s going on 

and see if it’s really a problem or whether you have just over reacted…that 

happens sometimes. You have to analyse it a bit. Everything hits you at 

once, and you think that you can’t cope, but when you think logically…and 

face up to it…it all works out.    (Danielle) 

I think working in this industry is challenging and exciting. Again, technology 

is taking over and getting bigger and stronger. I quite enjoy the challenge of 

trying to keep up with everything. There are challenges every day. There is 

no one day that’s the same. A different thing will pop up each day and I’d like 

to think I can handle it.    (Taylor) 
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The interviews also described how a high level of competence felt by 

employees in performing their duties is associated with a sense of control. A comment 

by Tamara illustrates. 

I just came in and learnt from the girls who had been here for a while. They 

knew what they were doing. I had been to College but it was nothing like 

coming in and working for paying people. I built myself up until I felt 

confident with most things…and the girls looked up to me as well, to an 

extent. I just took control and showed the girls what to do…especially if they 

were young, and only out of school. Their not having any experience made it 

that much easier for me to show them things. They didn’t seem to have any 

problems with that. They now have the confidence to show girls themselves. 

For a number of interviewees, their comments tended to merge the dimensions 

of empowerment. Wyatt, for example, illustrates how the dimensions of competence 

and meaningfulness in his work contribute to feelings of empowerment.  

A positive is being able to enjoy the challenge…solving them…and enjoy 

carrying out the duties that are expected of you in the best possible way. So, 

I enjoy serving the club…It’s the only reason you do it. It’s a part of me. You 

have to enjoy doing it, and doing it well…otherwise you don’t do it. I just love 

seeing the members of the club coming up here and having a good time and 

being a part of the club environment.    (Wyatt)  

Influence 

Evidence was also found for Influence, a dimension of the empowerment 

construct. As outlined by Fulford and Enz (1995), Influence combines the dimensions 

of Self-determination and Impact developed by Spreitzer (1995), that are considered to 

overlap when applied to service industries. Self-determination reflects autonomy at the 

individual level and involves the extent to which employees perceive they are in control 

of their own work behaviours. Impact entails employees’ perceptions of both their ability 
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and opportunity to make a difference by influencing organisational 

outcomes (Spreitzer, 1996). In service industries, an employee’s ability to have control 

over his or her individual work duties is not separate from the ability to influence 

organisational outcomes (e.g., delivery of quality service to patrons; patron 

satisfaction). This is because the duties of staff involve delivery of services, where they 

are required to interact with patrons. The dimension of self-determination (autonomy, 

control over work duties), therefore also captures the degree to which the behaviours of 

employees in service delivery are able to control the patrons’ experiences of service – 

and this is an organisational outcome (Fulford & Enz, 1995) (See Chapter 2). 

Hence, in the present study, the theme, Influence, firstly captured the 

importance given by the majority of interviewees to the sense of control they believe 

they have in regulating their own work. For example: 

Yes, I do think I have control over my job…definitely. Nobody stands over 

me telling me what to do that’s for sure. I couldn’t stand that.   (Liam) 

Additionally, interviewees also described how the level of control of their 

individual work duties is not separate from their abilities to influence (impact on) the 

organisational outcome of the patrons’ experience of service. Brooke, for example, 

explained how having control over how she organised a group function, also impacted 

on the patrons’ experiences and attitudes, an organisational outcome. 

Part of my job is to organise some of the events, and I get to set it up how I 

like most times…I think it’s a challenge working with good crowds.  After the 

event I sit back and say, "Gees, we did that alright" or "We could have done 

this a bit better", but if you get it done and the crowd is happy,…and the 

manager… even though you know you could have done a few things 

different, it is okay if the crowd’s happy and you have pleased everyone. 
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People here seem to trust what I do… I’m sure I’d be told if something 

was wrong. The challenge of it is great.    (Brooke) 

Ben’s comment, as a general manager, reinforces that because employees’ 

work duties involve the delivery of services to patrons, and employees have a level of 

influence over how those services are delivered, employees, also, influence the 

organisational goal of patron satisfaction with the delivery of those services. 

The biggest satisfaction any club manager can get, is standing down there at 

three o'clock on a Tuesday afternoon, watching the people leaving the club 

who are saying…"Thank you for a wonderful day". That’s when I know I’ve 

done my job…and that’s when I know my staff have done their job and 

helped people enjoy themselves in their own ways. That’s the rewards you 

get. 

Evidence was also found for the construct of Influence when a number of 

interviewees acknowledged, that in addition to having the opportunity to have control 

over their own work duties, they were also included in aspects of organisational 

decision making. Liam, a bar and gaming attendant, and Aaron, a supervisor, illustrate. 

My position here allows me to have a bit of input in different areas and 

management decisions. It’s a more fulfilling job…because I can look back 

and say…"well I was involved in that", or “I know where we are going as far 

as direction goes”.  It’s good to feel included in things…that people listen.     

(Liam)  

I have a fair bit of control over my job. I can make a decision. I have a really 

good understanding with (name), our Manager. Any decisions I have to 

make…I probably discuss with him first. Nine times out of 10 he will probably 

say, "well what do you think"…and I will tell him…and he will say to run with 

that, and see how it goes. If I do have to make a decision, I do like to go 
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across the Manager first…even though he will probably say to do what I 

think anyway…he is very supportive…and trusting.     (Aaron) 

Comments by Tamara and Julian expressed how the dimension of 

meaningfulness merges with the dimensions of competence and influence to create the 

overall construct of psychological empowerment. Their comments also show the 

employees’ ability and opportunity to influence the organisational outcome of patron 

satisfaction. 

It’s good working in the club industry. I love it. I like working with the public. 

Nine times out of 10 times you get really good public. You always get the 

one that’s a little bit of a concern…but that’s a challenge. I like to think I can 

turn their attitude around…then you’ve had a win.    (Tamara) 

You need to be able to analyse very quickly whether it be a work thing or a 

patron’s personality, so that you can work that person to the best of your 

advantage. Challenges are a positive. I’d like to think I can handle them. I 

look at anything people say you can’t do as a positive. It’s a challenge to 

change people’s way of thinking…turn the negatives into positives. I like to 

do that. I prefer to work under a stressful situation than a quiet situation…I 

get too bored.     (Julian) 

The belief of a number of managers in the empowerment of their staff is evident 

in Christopher’s comment. 

These people here get to have a very good grip on running here. I give them 

a lot of control….and they’re involved in the place... That’s why I say…I can 

walk out of here tomorrow, and this place would just hum.. That’s a success! 
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Work Outcomes  

Commitment 

The theme, Commitment, describes staff loyalty, staff performing duties beyond 

the usual job descriptions, and highlights very low turnover of staff. Stephanie and 

Harrison, for example, expressed the views of nearly all interviewees when they 

commented on the loyalty of the staff. 

I get 100% support when things are down.    (Stephanie) 

It boils down to a lot of loyalty. From my own personal situation, my wife 

works here in the Club and the Club has allowed us to work around one 

another for the last several years. One of us might work days and the other 

the nights. We work around so that we don't have to get babysitters. I doubt 

you would find a lot of other employers that would allow that. They 

understand that if you have to go at 2:45 p.m. to pick your child up…then 

you have to go. It’s a two way street though. There’s a lot of loyalty. It also 

filters down, that if it’s like that for myself, I am aware of the staff that I have 

beneath me…so I do the same for them. A lot of the female staff that have 

had children got their jobs back, virtually in the same position as what they 

had when they left. They love working here.    (Harrison) 

Several interviewees related their level of empowerment to feeling attached to 

the club, indicating affective commitment. Chantell commented. 

You come in every day and there is something new. It’s exciting. There is 

variety. I’m always doing something different every day. I like cashiering the 

best of all of them. I keep getting more and more responsibility lately…like 

the counting of all of the tills. That’s all my responsibility now. I enjoy the 

responsibility. I feel a part of the club and want to do my best. 
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All interviewees remarked on staff attachment and the very low 

turnover in clubs. A number of interviewees comment. 

 Once we get a staff member they never want to leave. That says something 

good about the place.    (Paul) 

We’ve had the same staff since I’ve been here. I’m a great believer in that. 

People just seem to get attached to the place.   (Julian) 

As I said, none of our staff have actually quit and left. You might get the one 

or two but the majority don’t. I think the last time we put a new staff member 

on was probably about two years ago. We’ve had a couple that went 

overseas during the year, and they have asked us to keep their job open. 

One of our girls has come back from overseas, and it looks like she’s going 

to get back onto the roster again. She just wants to work here and nowhere 

else. They do respect the place.     (Tamara)  

The relationship between a supportive environment, where staff are “treated 

well” and commitment was noted from the comments of a few interviewees. For 

example, Ben said: 

That is probably one of the highlights of working in this industry. The people 

you get to deal with…loyal people. You definitely get to know the staff well. A 

lot of them have been here quite a lot in excess of five years, and some in 

excess of ten. We don’t have a big staff turnover for the size of the club. The 

people from here, stay here. We try to treat them pretty well. A few of them 

who have gone away to work overseas have come back to work here, 

because they are treated well. Again, not just by management, their co-

workers, or myself… but also by members. It’s a nice supportive 

environment to work in. 
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Although employees, overall, seemed to find their work meaningful, 

and felt attached to their club, nevertheless the interview material identified a number 

of employees’ responses to working in a gambling environment that affected their well-

being, and these are described next.  

Burnout 

This theme describes the well-being of employees as a result of working in an 

organisation that provides a gambling service. Paul’s comments were typical of what 

several of the interviewees said about the pressures on the staff of clubs because of 

their gambling services. 

I think the biggest pressure is that gaming has such a public image. People 

down in Sydney that go to the Casino and leave their kids in the car. Once 

the media get hold of it… it’s devastating to our industry. There are big 

numbers {that gamble} and it’s only such a fine minority that are affected by 

it… and we take the stress. There are addictions to everything. They {the 

government} knew what they were going to get from it when allowed pokies 

into Queensland. So why criticise clubs? Why pressure the staff? It’s not 

their responsibility for those problems {in gambling} 

Several of the interviewees commented on a range of negative emotions they 

experienced from working in close proximity to the patrons who gamble and interacting 

with them. As Danielle said: 

I see a lot of sad things with the gambling. It’s sad when you come in and 

there might be someone who comes in and their children are standing out in 

the tiled area because they’re not allowed in there. They run in and say, "Oh 

mum, can we go?" Stuff like that bothers me. I just hate to see children like 

that. I guess that’s the saddest thing. Watching the kids. I think of it in terms 

of myself. I couldn’t do that. 
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A couple of the interviewees, Brooke, for example, commented on 

feeling sick from observing patrons who spend a lot of money.  

When I see people spending so much money, it makes me feel really sick, 

because I know that I couldn’t do it. I don’t know how they live day to day… 

spending money the way they do. 

Several interviewees said they worried about patrons who seem to gamble too 

much. The interviewees, overall, also talked of feeling helpless, frustrated, upset and 

concerned about these patrons. They also said that they tried to switch off to these 

feelings. The following three examples by Tamara, Nick and Brooke, respectively, 

illustrate. 

The staff’s genuinely concerned…but they’re not trained to deal with 

problem gamblers. They worry about some patrons gambling…people spend 

lots of money. The older ones, I worry about. They come and spend their 

pension…(Thursdays especially…pension day) and then you wonder 

whether they’ve got money for meals, and that sort of thing. I also worry 

about the middle class that might have a family…But what can you do?    

(Tamara)  

You’re helpless…You can’t say anything to them. The posters are around for 

them to look at…but other than that…you really can’t say anything. It’s a bit 

sad. You become adjusted to it though. You have to turn off.    (Nick) 

It does upset me when I see someone who is upset because they have 

gambled all of their money. It concerns me that there are a very low 

percentage of people that gamble and cannot afford it. It concerns the other 

staff as well as me…and the fact that they really can’t tell them not to 

gamble. I think that’s one negative and that’s the main one. But, like I said 

before, where do you draw the line? You have to hold it in.    (Brooke) 
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Several of the interviewees also commented that fulfilling legal 

responsibilities in relation to patrons, working in close proximity with them, as well as 

identifying patrons who may have a problem in gambling made them feel anxious, 

pressured, even fearful. Ben, for example, told me:  

I think it puts a lot of pressure on the staff. Part of our responsibility is to be 

looking out for that…and sometimes someone might mention that a patron 

has been here a while, and spending a bit of money…but going to the next 

step is quite difficult. It’s a real grey area. It’s a huge pressure to say, "part of 

your job is to see if somebody’s got a gambling problem…and if they are, 

point out that we have Gamblers' Anonymous, etc". That’s a big 

responsibility to bear. There’s pressure all right. 

A few of the managers spoke of the pressures on the duty managers and 

supervisors. Michelle commented: 

There’s demands on the duty managers…people screaming at 

them…there’s a fair bit of pressure down there…some cope…some don’t….. 

.they used to have to cope on their own.. They didn’t get much support with 

the last manager. Now, if I see them losing it, I’ll say pack it all up, go home, 

start again tomorrow and we’ll work it out together. I’ll sit down with them 

and go over and over it until they feel okay about it.  

Every interviewee at all levels of occupation spoke of health problems 

associated with the pressures of working in a club with a gambling service.  

It doesn’t affect my health real well at the moment. I am nowhere near the 

weight I should be and I’m not giving myself the time to get out and do 

something about that. There’s a lot of pressures in working here. I have my 

warning signs – high blood pressure. I would suggest I have time bomb stuff, 

yes. I can physically feel blood pressure build up on me at work…and others 
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tell me they can physically see that. There’s a real need for me to be able 

to smell the roses.    (Ben) 

The health cost to me of coping with the pressures of this place…the 

stresses on us…has caused (name of disease) and (name of disease) and 

(name of disease).   (These serious health conditions of a general manager 

have been kept confidential to ensure the person’s anonymity).  

Yes I would say when you have a look around we are not really a healthy 

bunch. Several of the managers I know from clubs definitely have health 

problems… serious too… and others are going up the path of ill health. 

Tony, from (name of club) still looks okay, but you never know. There’s 

Barry, an absolutely wonderful man…but his job is taking him up the path of 

ill health. For me, provided I can feel in myself I have done a decent day’s 

work in attempting to resolve some of the pressures, I am okay. I am no 

different from any other manager. We all try to cope with all the stresses 

from out there in some way, shape or form. I try to just switch off. I try to rise 

above it.    (Ethan) 

Every interviewee commented that the pressures of working in a club also 

affected their personal relationships. Chantell’s comments are typical of the employees 

who worked in the gaming area. 

In the pokies area, and the bar, there’s some pressure,…some people are 

very demanding. My husband has a stressful job as well. We go home and 

try to sort it out.. but sometimes we are not a good pair some nights. We just 

complain and moan to each other. He understands the pressures I’m under 

though. I think you need to get it out in the open…or I’d burst by the end of 

the week.    (Chantell) 

All managers who were interviewed spoke of the pressures on them as a result 

of the provision of a gambling service, the impact of these pressures on their health, 
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and, for most of them, the effect on their personal lives. Because of the 

personal nature of these comments, no names are used to preserve anonymity. 

The biggest problem is handling the pressure of it all. You have to find a way 

to do that. I used to be too involved. I had no time to just put my feet up, 

read the paper and watch TV. I had no personal life. It had a major effect on 

my marriage…It’s cost me a marriage. I sometimes think it would be nice to 

have someone around sometimes… but I just talk to myself. I sort it out that 

way. I enjoy the trip to and from work…that’s where I unwind. I think about 

how I’m going to resolve stuff while I’m driving. 

 It impacts on my family and friends…there’s a lot of pressure working here. 

There’s so much competition in the market place…and we get all that 

negative stuff from the media and government…it’s really heavy going at 

times. It builds up over time too….I’m recognising the warning signs in my 

health…I try to get away with my family and switch off when I can. 

Sometimes I go home and the TV doesn’t get turned on…just music. It’s like 

a message to all come and sit around …and then someone will start 

talking…and all of a sudden we are communicating.. and I’m getting it out.  

The things I can’t change is frustrating… out there…government, community 

criticism…and it does affect my health. My partner screams at me for my 

involvement here. She thinks I need psychiatric treatment. She tells me I’m 

so restless at night. I think it has affected my partner to a degree. Obviously 

tension is transferred and it affects the relationship. I turn inward and I 

become an extremely private person and won’t talk. 

In summary, the theme about the well-being of employees in a club indicated 

that many staff members, while commenting on their empowerment and loyalty to their 

club, also experience negative emotions and health symptoms as a result of working in 

an organisation with a gambling service. Interviewees described a range of emotions, 

sadness, worry, helplessness, frustration, for example, as a result of working with 
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patrons who gamble. Many staff members, managers, in particular, spoke of 

negative and serious health symptoms as a result of the pressures associated with 

factors both external and internal to the club. Most managers, for example, while being 

aware of problems associated with gambling in their clubs, also expressed concerns 

about feeling unfairly targeted by the government and the media about gambling issues 

in clubs. Many interviewees across all occupations commented how their personal 

relationships were also negatively affected as a result of working at the club.  

Discussion and Associative Analysis  

Five themes described the gambling-related factors external and internal to a 

club. The two themes about external factors described local community attitudes to 

gambling in clubs and media attitudes. Organisational support for gambling, welfare of 

the local community and staff beliefs about patrons who gamble were the three themes 

that emerged related to gambling-related factors within a club. A further two themes 

described organisational resources for employees through a climate for employee 

welfare and a climate for patron welfare.  

For the purpose of developing a substantive theory and a conceptual model, 

these themes and the relationships between them and empowerment and the work 

outcomes are now discussed, based on the interpretations of the researcher-

interviewer, and supported by the literature. The conceptual model, displaying these 

themes and the relationships between them is presented in Figure 6.1. It can be noted 

in the model that as the theme Local Community Welfare is focused on providing 

support for the local community, including employment opportunities, it is grouped with 

the climate-based resources for ease of presentation. This theme, however, was 

initially presented under gambling related aspects because gambling revenue was 

required to provide community support.  
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Climate-based resources 
 Internal influences 

• Employee welfare 
(meeting the needs of employees, 
Interpersonal relationships, supervisor & 
peer support) 
• Patron welfare (a sense of 
belonging, meeting the needs of patrons 
• Local community welfare 
(employment opportunities, support for 
the local community) 

-ve

-ve 

+ve 

+ve 

+ve 

-ve

Staff Empowerment 
• Meaningfulness 

• Competence 

• Influence 

+ve

Gambling-based aspects  
External  influence 

• Local community attitudes to gambling services in 
clubs (local community attitudes to gambling) 

 
Internal Influences 

• Organisational support for gambling 
(values justification, functions justification of gambling) 
• Staff beliefs about patrons who gamble (staff beliefs 
about problem gambling, club & patron responsibilities, clientele) 

 
 

Gambling-based aspects  
External  influences 

• Local community attitudes to gambling services in 
clubs (people demands on clubs because of gambling revenue) 
• Media attitudes to gambling in clubs (media integrity, 
influences on the media) 

 
Commitment 
 

 

 

 

 

 

 

 

 

 

Emotional Exhaustion   
(impaired well-being) 

Figure 6.1: The Conceptual Model Showing Themes that Influence Staff Empowerment, Commitment, and Well-being in a Gambling Environment 
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The theme A climate for employee welfare highlighted that as 

employees deliver club services and interact with patrons, employees’ behaviours and 

work attitudes influence the way they deliver services. The influence of organisational 

practices on employee work attitudes and behaviours was acknowledged in the theme. 

A number of researchers, Davidson (2000) and Schneider, Gunnarson and Niles-Jolly 

(1994), for example, maintained that in a service industry, managers must rely on 

employee attitudes and behaviours, and the organisation influencing these behaviours, 

to deliver quality services. James and James (1989) argued that when employees 

encounter organisational practices and values that facilitate a positive experience for 

them, they create, because of their more positive work attitudes, a more positive 

experience for customers. Schneider (1973), and Schneider, White and Paul (1998) 

asserted that customers experience what employees are feeling, and argued that the 

climate that employees create for their customers is an extension of the climate an 

organisation creates for its employees.  

Linkages were found between the sub-theme Meeting the needs of employees 

and empowerment and work attitudes, in that those interviewees who felt appreciated 

and respected by their organisation had positive work attitudes and improved well-

being. Schneider, Brief and Guzzo (1996) and Shea (1996) emphasised that 

management needs to focus on the well-being of employees, and argued that the basis 

of every customer driven organisation is the employees who need to feel respected, 

valued, and appreciated by their organisation. Schneider and Bowen (1993) also 

claimed that in service industries employees need to feel that their own needs have 

been met within their organisation before they can become enthusiastic about meeting 

the needs of the customer. 

A key resource noted in the theme, A climate for employee welfare, which 

enabled employees to feel valued and respected, involved the provision of 
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management support for employees. Corsun and Enz (1999) maintained 

that supportive organisational environments are those in which the organisation 

establishes an environment described as caring, supportive, and generally relationship 

oriented. Cobb (1976) maintained that the provision of support from management 

serves as a source of respect and appreciation for employees.  

Relationships between a supportive management described in the theme, A 

climate for employee welfare, and employees’ sense of meaningfulness about work, 

their competence, and control over their performance was also noticed in several 

interviewees’ comments. Eisenberger, Fasolo and Davis-LaMastro (1990) claimed that 

an organisation that is supportive, respectful, and trusting of employees, and where 

their contributions are valued, is more likely to facilitate the experience of 

empowerment in workers and increase their performance. Corsun and Enz (1999) 

argued that supportive interactions that show a consideration for employee needs 

promote a sense of meaningfulness, and decrease any emotional distress suffered by 

them. The theme also indicated that staff members tend to be more loyal and 

committed to the club when they perceive management supports their needs. 

Kaufman, Stamper and Tesluk (2001) claimed that provided the employees perceive 

they are supported and valued, they may incorporate organisational membership into 

their own self-identity and, as a result, promote commitment by developing an 

emotional bond to the organisation.  

The theme, A climate for employee welfare, indicated that organisational 

consideration for the needs of employees, expressed through organisational 

encouragement of respectful and harmonious relationships between all staff members 

helped promote their well-being and work attitudes. Those employees who felt their 

management encouraged harmonious relationships among the staff, and worked in a 

cohesive, relationship centred family type environment based on a close person-

environment fit, for example, said they found their work meaningful, and felt a part of 
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the club. When employees find their work meaningful, Spreitzer (1996) 

maintained that a fit is assumed between the requirements of a work role and their 

personal beliefs, values and behaviours. Vandenberghe (1999) claimed that employees 

adapt and adjust better at work when there is a close person-environment fit. 

Schneider, Gunnarson and Niles-Jolly (1994) claimed that promoting employee 

attachment provides ‘a sense of community’ which employees value (p. 23).  

A positive organisational outcome of the employees’ close person-environment 

fit, their attachment, and commitment to the club was low turnover. Schneider, Smith 

and Goldstein (2000) argued that attrition indicates poor person-environment fit, and 

occurs when those staff members who perceive they have incompatible values with the 

club’s value system leave. 

Linkages were also noticed between the theme, A climate for employee welfare, 

and the dimensions of empowerment, commitment and well-being through open and 

free communication. A number of interviewees, for example, noted that when 

managers encourage open and free communication, and include employees in 

decision making, employees develop a sense of competence and control, that, 

according to Kaufman, Stamper and Tesluk (2001), fosters perceptions of 

empowerment where employees are likely to develop an emotional bond to the club. 

Deci and Ryan (1985) maintained that employees who consider they have control over 

their own work behaviour, and are included in making decisions about work methods, 

are likely to be high in self-determination, a dimension of empowerment where 

employees tend to be more flexible, creative, resilient, and self-regulated (Spreitzer, 

1995). Parker and Price (1994) found that the level of influence over decision making is 

positively related to affective outcomes and emotional well-being, and is inversely 

related to stress. The interview material also showed that open and free 

communication contributed to the well-being of employees by helping them to reduce 

the negative effects of suppressing emotions and to manage their stress at work. 
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Grandey (2000) and Bailey, Wolfe and Wolfe (1996) suggested that when 

people are confronted with a difficult situation, disclosing the emotional events by 

talking to others, helped reduce their emotional labour.  

The types of support by managers and supervisors identified in the sub-theme 

Supervisor and peer support, and linked with empowerment and work attitudes, are 

similar to the types of support outlined by House (1981). The provision of caring, 

listening or advice by managers and supervisors to help employees feel valued, for 

example, highlighted the importance of emotional support that promoted employee 

well-being, and affective outcomes such as loyalty. Researchers such as Agho, Mueller 

and Price (1993) and Eisenberger, Fasolo and Davis-La Mastro (1990) have argued 

that social support increases commitment. Supervisors who helped employees to 

problem solve and provided adequate information, also helped them to develop the 

confidence and competence to modify a situation when necessary. This type of support 

is similar to instrumental aid that House (1981) maintained serves to develop 

competence in employees, enhance their appraisal of situational control and reduce 

stressful symptoms such as anxiety (Corsun & Enz, 1999; Thoits, 1986).  

A relationship was noted between the support provided by supervisors and the 

Influence dimension of empowerment as a result of employees working in close 

proximity to patrons who gamble. Supervisors said that as employees are the ones 

most likely to be confronted with problems related to gambling, they encouraged 

employees to take a pro-active role in relation to receiving supervisor support by 

recommending they seek out supportive assistance from supervisors as concerns 

arose. Beehr (1995) argued that employees tend to proactively seek out support when 

they find a situation stressful. The supervisors also said that by employees taking the 

initiative in seeking support when concerns arose allowed them to feel they have 

control over their duties. Research findings show a positive relationship between 

supervisor support and employee control (e.g., Yoon & Thye, 2000).  
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Relationships were also found between the theme, A climate for 

Patron welfare, and the empowerment dimensions and employee well-being. 

Employees’ perceptions that the club organisation supports the well-being of patrons 

through a focus on meeting patron needs for quality services, and creating a sense of 

belonging through the encouragement of harmonious relationships was empowering for 

employees and helped them to feel their work was meaningful. In service 

organisations, the nature of the relationships, not only between staff, but also between 

staff and customers, can provide staff with a measure of continuity, direction, control, 

and sense of community of service (Schmalensee & Gust, 1995) . 

Organisational emphasis on quality service and meeting the needs of patrons 

also promoted employees’ emotional attachment to the club. A number of researchers 

(Argyris, 1964; Van Dyne et al., 1994) have maintained that if employees perceive that 

their organisation holds socially desirable workplace goals targeted at the provision of 

quality services, and meeting the needs of patrons, for example, they are more likely to 

become attached to it. Employees, as a result of their attachment to the organisation 

tend to engage in behaviours directed towards meeting organisational goals, by 

contributing, for example, to high quality services and performing participative 

citizenship behaviours (Eisenberger et al., 1986).  

In the theme, Local community welfare, the majority of interviewees supported 

gambling by elaborating upon the important role clubs play in providing support to local 

community and sporting organisations. The emphasis on the positive functions of 

gambling highlighted the support of gambling based on its so-called higher purpose 

outlined by McMillen (1996). This emphasis also provides support for Abelson (1959) 

and Kristiansen and Zanna (1994), who argued that people attempt to resolve a 

dilemma by initially denying any negative aspects of an object, and then bolstering the 

desired object, that is, associating it with positive attributes.  



 205

 

Although the provision of support for the community requires 

revenue from gambling, the interview material showed that staff perceptions that clubs 

support the local community contributed to their sense of empowerment, commitment 

and well-being. Considering the needs of the local community for financial and non-

financial assistance helped the staff to feel their work was meaningful, and the club 

industry benefited the community. Researchers such as Van Dyne, Graham and 

Dienesch (1994) have maintained that employees’ sense of responsibility is increased 

when they find their work meaningful, and leads to attachment to the organisation, and 

increased proactive behaviour, such as citizenship behaviour. This behaviour has been 

shown to relate positively to affective commitment (Organ & Ryan, 1995).  

The comments made by interviewees shown in the present study and described 

in the theme Organisational support for gambling, suggest that the majority of 

interviewees support gambling in clubs in a number of ways which may influence their 

sense of meaningfulness about their duties. Firstly, the theme showed that the 

interviewees tended to draw on values that can be used to support gambling, in 

particular, people’s freedom to choose to gamble for entertainment if they wish. 

Interviewees also highlighted the benefits of gambling for patrons, the club and the 

local community. Interviewees also supported gambling in clubs by perceiving that 

patrons show loyalty to the club financially by spending money on the poker machines. 

Relationships were found between the theme, Staff beliefs about patrons who 

gamble, and empowerment and employee well-being. The beliefs that employees hold 

about patrons who gamble tended to promote their well-being by reducing the 

expenditure of energy associated with emotional labour. The interview material 

suggests that employees may reduce the stress of a situation related to patrons who 

gamble by regulating how they perceive a situation. This process may help employees 

reduce their emotional arousal state in response to a negative situation by preventing a 
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negative emotion from being generated (Gross, 1998a; 1998b). It is 

possible that this process of emotion regulation occurred in a number of ways.   

Firstly, a contradiction was found in the interview material. On one hand, 

interviewees, while accepting the existence of problem gambling in the community, 

were of the belief that problems associated with patrons who gamble are overstated, 

and that problem gambling in their clubs was minimal and a very small concern. On the 

other hand, however, most interviewees also acknowledged that it was extremely 

difficult, if not impossible, to identify problem gamblers simply from patrons’ gambling 

behaviours in the club. Those patrons who spend large amounts of money on the poker 

machines, for example, are not considered to have a problem with gambling. Those 

patrons who frequent the club regularly, and spend long periods of time gambling are 

also considered to be playing for entertainment and social interaction, and to avoid the 

loneliness of home, especially the older people.  

A second way interviewees reduced negative emotional arousal and maintained 

a positive self concept and a belief that their work was meaningful, was that they 

tended to expect that patrons should be responsible for their own gambling habits. The 

cause of problems in gambling, therefore, was attributed to negative characteristics 

internal to the patron, such as a lack of self-discipline, or an addictive personality. 

People considered to have a problem with gambling were also labelled negatively. No 

interviewee was of the opinion that patrons gambled too much because of the easy 

access they have to poker machines, as research has shown (e.g., Productivity 

Commission, 1999).  

Next, the interviewees tended to reduce their responsibility for patrons’ 

gambling behaviours by believing that there was little they could do to prevent 

problems with gambling other than displaying literature that highlighted sources of 

counselling assistance. While research has shown problem gamblers lack control over 
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their gambling habits, the interviewees said that legally the gamblers are 

required to take the initiative in getting help. Legal regulations were also perceived to 

prevent employees in clubs from initiating assistance to a patron they considered had a 

problem in gambling.  

Overall, staff beliefs about patrons who gamble tended to support gambling in 

clubs and helped employees maintain a sense of empowerment and well-being. These 

beliefs held by employees may have been reinforced by the attitudes of their 

supervisors to gambling in clubs. Because of the importance of gambling revenue for a 

club’s functioning, and the payment of wages, supervisors tended to discourage 

discussions with employees about problems associated with patrons who gamble. 

Employees, because of their commitment to the club, and to the supervisors who 

support them, tended to reciprocate by not discussing any such concerns about 

gambling with their supervisors. Researchers such as Keller and Dansereau (1995) 

and Parker and Price (1994) have claimed that when employees perceive they are 

trusted to control how their duties are performed, they feel attached to their 

organisation, and reciprocate by performing in accordance with supervisory and 

organisational preferences. 

The themes describing community and media attitudes to gambling in clubs 

showed that while most interviewees thought that people support gambling, they also 

thought that people have negative opinions about gambling which impacted negatively 

on the well-being of employees working in clubs. These negative opinions, as well as 

the social costs of gambling, were also believed to be sensationalised by the media, 

who, the interviewees thought, influenced community opinions and presented only the 

views of groups opposed to gambling. Because of the perceived community and media 

focus on the negative aspects of gambling, and the fact that revenue from clubs comes 

from gambling, the interviewees also said that people were demanding and non-
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appreciative of clubs, and were unaware how clubs support the local 

community on employee empowerment and well-being 

Relationships were found between the gambling-related factors, external to the 

club industry and employee empowerment. The interviews suggest that these external 

factors, focused on contradictory and negative views about gambling in clubs may 

affect the meaningfulness of the duties of employees by highlighting the concerns 

associated with patrons who gamble. Community and media reminders of these 

concerns may also affect employees’ perceptions of control of the gambling 

environment, and overall reduce their experience of empowerment. Spreitzer, Kizilos 

and Nason (1997) maintained that if the work activities or events conflict with the value 

system of employees, they are unable to feel empowered.  

The gambling-related themes related to the external environment also indicated 

that community and media attitudes may affect the well-being of employees. Many 

interviewees spoke of their emotional and physical health concerns as a result of the 

pressures of working in a gambling environment. Being confronted with the 

contradictions and the negative aspects of gambling from the community, as well as 

people’s demands on clubs and staff, may require an increase in emotional labour that 

increases the level of stress experienced by employees (Grandey, 2000). Working in a 

service industry additionally means that employees are required to control their 

emotions, and display appropriate expressions, according to the expectations of the 

organisation for customer service, no matter how demanding people are towards staff. 

Emotional labour to manage the emotions requires effort, and can be stressful. This is 

especially so when emotional conflict exists between the emotion that an employee 

feels (e.g., sad) and the actual emotion that the employee expresses to the patrons as 

part of his or her duties (e.g., joy) (Grandey, 2000; Hochschild, 1983; Morris & 

Feldman, 1996). 
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Conclusion  

The present study gave insight into the experiences of employees who work in 

a club that provides a gambling service. The study identified the salient factors, both 

external and internal to a club, that may influence employees’ perception of 

empowerment, commitment and well-being at work. Knowledge of the factors that may 

influence employee attitudes and well-being is useful given that the study 

acknowledged the important role played by employees in the delivery of quality 

services.  

The study provided support for the influence on employees’ empowerment, 

commitment and well-being of organisational resources that help to meet their needs to 

feel valued and respected. The study also showed that the empowerment, commitment 

and well-being of employees was positively influenced by organisational emphasis on 

service quality, and meeting the needs of patrons and the local community.  

The study found that gambling-related factors of the external and internal 

environments, while influencing employee empowerment and well-being, had differing 

effects. Of the internal environment, employees’ beliefs about patrons who gamble in 

clubs that minimised gambling, and placed responsibility on patrons for their own 

gambling behaviour, promoted their empowerment and well-being. Of the external 

gambling-related factors, the study indicated that having to resolve the contradictions 

and the negative aspects of gambling from the community and media, as well as cope 

with people’s demands towards clubs and staff because of the perceived huge revenue 

from gambling in clubs, tended to have a negative impact on the empowerment and, in 

particular, the well-being of employees.  

The conceptual model based on substantive theory and developed from this 

interview study using a qualitative method, and a small, purposive sample, was not, 

however, intended to be generalisable to the Queensland club industry. The present 



 210

 

research program aimed to overcome the limitations of using only one 

method, however, by using a sequential, two phase, mixed methods design, with each 

phase serving a different purpose. Thus, in the second phase of the research program, 

the conceptual model was tested using survey research, and a stratified, random 

sampling technique that allowed access to a larger sample, and that best represented 

the target population. The second study is presented next. 
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CHAPTER 7 

STUDY 2: INFLUENCES ON STAFF EMPOWERMENT, COMMITMENT AND 
WELL-BEING IN A GAMBLING INDUSTRY: TESTING A CONCEPTUAL MODEL  

Study 1 identified the salient aspects of the internal and external environment of 

employees who work in a gambling industry. The impact of these factors on the 

empowerment, commitment and well-being of employees was also examined, and a 

conceptual model (see Figure 6.1) was developed that proposes links between climate-

based resources, gambling-related aspects, and the empowerment, commitment and 

well-being of employees who work in a club with a gambling service.  

For Study 2, a number of small modifications were made to a couple of the 

themes and sub-themes of the conceptual model presented in Figure 6.1 for a number 

of reasons. Firstly, a large number of constructs were developed from the interviews in 

Study 1. The proposed model for Study 2 (see Figure 7.1), however, was examined 

using statistical analysis and a SEM model which restricts the number of constructs 

that can be effectively examined. These limitations are especially relevant when only a 

medium sample is used, as was the case in the present study. Hence, as it was 

important to keep the constructs to an appropriate number to prevent any possible loss 

of model fit without affecting the validity of the model, the constructs, where possible, 

were represented by the themes presented in Figure 6.1, as a combination of the sub-

themes developed in Study 1.  

Secondly, the researcher, nevertheless, considered that a number of themes 

could best be represented by one or more of the sub-themes to provide clarity, 

meaning and precision. The theme, A climate for employee welfare, for example, 

consisting of three sub-themes – meeting the needs of employees, interpersonal 

relationships and supervisor and peer support, was best represented by two constructs 
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which were measured using established scales. The first construct, 

Employee relations, combined meeting the needs of employees and interpersonal 

relationships. For the second construct, only Supervisor support, which tends to be 

used as a separate construct and is an effective predictor of employee outcomes, was 

used. Additionally, the construct, Media sensationalism, was used to represent the 

theme, Media attitudes to gambling, as this aspect of the theme was the most salient in 

the interviews. Further, for the theme, Local community attitudes to gambling, two sub-

themes were developed in Study 1, both representing different aspects of this theme 

with different relationships between empowerment and work outcomes. Hence, both 

these sub-themes were included in the proposed model for Study 2 (Local community 

attitudes to gambling and People demands on clubs because of gambling revenue).  

Additionally, empowerment is defined in cognitive terms as a multi-dimensional 

motivational state within employees shaped by their internal processing and active 

perceptions of their work environment (Spreitzer, 1995; Thomas & Velthouse, 1990). 

Following Spreitzer, Kizilos & Nason (1997), however, the dimensions of empowerment 

(meaningfulness, influence, and competence), in a service industry (Fulford & Enz, 

1995), were considered separately, rather than being combined into one overall 

construct. This consideration served to clarify the impact of the internal and external 

environmental factors on each dimension, and to ascertain the contribution of each 

dimension to the empowerment construct, as well as the influence of each dimension 

on commitment and well-being. Hypotheses were developed to test the utility of the 

conceptual model developed in Study 1. See Figure 7.1. 

 



 213

-ve 

-ve

+ve 

+ve 

+ve 

-ve

+ve 

Gambling-based aspects  
External  influence 

• Local community attitudes to gambling 
 

Internal factors 
• Organisational support for gambling 
• Staff beliefs about patrons who gamble 

 
 

Gambling-based aspects  
External  influence 

• People demands on clubs because of 
gambling revenue  

• Media sensationalism  

Climate-based resources 
 Internal influence 

• Employee relations 

• Patron welfare  

• Local community welfare  

• Supervisor support  

Staff Empowerment 
• Meaningfulness 

• Competence 

• Influence 

 
Commitment 
 

Emotional Exhaustion   

 

 

 

 

 

 

 

 

 

 

Figure 7.1: Proposed Model Showing the Impact of External and Internal Factors on the Empowerment, Commitment and Well-being of 
Employees  
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Climate-based resources 

Harris and Mossholder (1996) found that organisational climates characterised 

as supportive and people focused are associated with affective outcomes such as 

organisational commitment. Eisenberger (and colleagues) (e.g., Eisenberger et al., 

1997; Eisenberger et al., 1990; Eisenberger et al., 2002; Rhoades & Eisenberger, 

2002) have claimed that an organisation that is supportive, respectful and trusting of 

employees and values their contributions is more likely to facilitate the experience of 

empowerment in workers, and promote work outcomes such as commitment. 

Organisational influences may also reduce employee burnout. Vallen (1993), for 

example, provided clear evidence of the link between organisational climate and the 

burnout of staff.  

Corsun and Enz (1999) argued that supportive interactions that show a 

consideration for employee needs foster a sense of empowerment, and decrease any 

emotional distress suffered by them. Empowerment, especially the facets of 

meaningfulness and control are positively related to affective outcomes, such as work 

satisfaction (Savery & Luks, 2001; Spreitzer et al., 1997) organisational commitment 

(Kraimer et al., 1999), loyalty (Fulford & Enz, 1995) and reduce the risk of stress and 

burnout (Froiland, 1993). Brown and O’Brien (1998) showed that workers who 

experience job competence, who regard their duties as meaningful, and are actively 

involved in implementing a variety of strategies in their duties, are likely to experience 

reduced burnout symptoms, especially when accompanied by high levels of support.  

Study 1 suggested that employees’ beliefs in the organisation’s ability to 

consider the needs of the patrons by providing quality services and cultivating 

supportive relationships between staff and patrons were empowering for employees, 

promoted their well-being, and helped them develop an emotional attachment to the 

organisation. Similarly, in relation to local community welfare, employees who 
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perceived that their organisation values helping the local community, both 

financially, and non-financially, was also empowering for them, and promoted their 

well-being and attachment to the organisation. A number of researchers (e.g., Argyris, 

1964, 1973; Van Dyne et al., 1994) have maintained that if employees perceive that 

their organisation holds socially desirable workplace values, such as the provision of 

quality services, or participation, for example, they are more likely to become attached 

to it.  

Gernster and Day (1997) maintained that having a high quality relationship with 

one’s supervisor positively affects the entire work experience and influences affective 

work outcomes such as commitment, and decreases the level of distress suffered by 

employees (Terry, Callan, & Sartori, 1996). When employees perceive that their 

managers are supportive, their perceptions of control also increase (Gomez & Rosen, 

2001). Other researchers such as Keller and Dansereau (1995) and Parker and Price 

(1994) have claimed that when employees perceive they are trusted to control how 

their duties are performed, they feel committed and become attached to their 

organisation, and reciprocate by performing in accordance with supervisory and 

organisational preferences. Employees who perceive they have more control over how 

their work duties are performed have reduced burnout symptoms (Froiland, 1993). 

Hypothesis one, therefore, proposed that the employees with more positive 

perceptions of the organisational resources: a) employee relations, b) patron welfare, 

c) local community welfare, and d) supervisor support will feel an increased level of 

empowerment through increased perceptions of the meaningfulness of their work, 

competence and influence (a sense of control over work duties and making a 

difference). As the climate-based resources influence employees’ empowerment, 

which, in turn, relates to employees’ commitment and well-being, the impact of the 

climate-based resources on the commitment and well-being of employees may also be 

mediated by how empowered they feel.  
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Gambling-based aspects 

External influences 

Employees who feel that the local community supports the belief system of their 

organisation may feel a closer person-environment fit that promotes a sense 

empowerment through increased meaning in their work duties and control of the 

gambling environment. Spreitzer, Kizilos and Nason (1997) maintained that it is 

necessary for work activities or events to be compatible with the value system of 

employees for employees to feel empowered.  

Hypothesis two, therefore, proposed that those employees who perceive that 

most people in the local community support gambling, and believe they have the right 

to gamble if they wish, will report higher levels of empowerment (meaningfulness, 

competence and influence in their work). Employees will also report a decrease in their 

well-being, as measured by emotional exhaustion, through a reduction of the stressful 

responses, and increased emotional labour that may be associated with responding to 

criticism from the local community about gambling (Grandey, 2000).  

Grube, Mayton, and Ball-Rokeach (1994) proposed that people continually 

strive to act in ways that are, or at least appear to others to be, as moral and 

competent as possible. People who are perceived to demand of clubs, and are 

ungrateful because of the belief that clubs make huge profits from gambling, may 

negatively affect the self-conceptions of employees and cause them to question their 

value system, the meaningfulness of their work, their competence, and level of control 

over the gambling environment.  

As a club is a service industry, staff members perform duties that also require 

them to adhere to formalised display rules, and control emotional displays, regardless 

of any concerns, or their emotional state. Perceiving most people as demanding and 

ungrateful because they believe that clubs make huge profits from gambling, may 
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trigger negative feelings such as anger and loss of control in employees. 

Employees are then required to work to suppress their negative feelings, and display 

an acceptable expression suitable for service delivery. The management of emotions, 

however, involves emotional labour that may have detrimental outcomes for employees 

and negatively impact on their well-being (Grandey, 2000). 

Hypothesis three, therefore, proposed that employees who perceive that people 

are demanding, and take club services for granted because they believe clubs make 

huge profits from gambling, will have reduced perceptions of meaningfulness, 

competence, control over the gambling environment, and decreased well-being. 

Similar to the issues discussed in hypothesis 3, perceived sensationalising by 

the media of problems associated with gambling may also negatively affect the self-

perceptions and value system of employees, and create an imbalance in their person-

environment fit, hence reducing the meaningfulness of their work in a gambling 

environment. Perceiving that the media focus only on issues related to people who 

have a problem in gambling may also trigger negative emotions, such as anger and 

upset in employees, the management of which may negatively impact on their well-

being through the expenditure of emotional labour (Grandey, 2000). 

Hypothesis four, therefore, proposed that employees who believe that the 

media lacks integrity by sensationalising problems associated with patrons who gamble 

will respond with reduced perceptions of the meaningfulness of their work, a reduced 

sense of competence and influence, and increased emotional exhaustion.  
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Internal Influences 

Those employees who hold beliefs about gambling that are compatible with 

organisational beliefs about gambling are more likely to feel they have control over their 

duties and gambling environment. By holding such beliefs, employees may also 

strengthen their person-environment fit, necessary for employees to regard their own 

club’s decisions, values and attitudes as morally competent (Vandenberghe, 1999; 

Walsh et al., 2000), and also necessary to find meaning in their work (Spreitzer, 1996). 

By thus regulating how a situation is perceived, employees may also regulate their 

emotions about patrons who gamble before an emotion is generated (Gross, 1998a; 

1998b). Employees may therefore reduce emotional exhaustion by reducing their 

emotional arousal state in response to negative situations about patrons who gamble. 

Hypothesis five, therefore, proposed that employees whose beliefs about 

patrons who gamble place responsibility on the patrons for their own gambling 

behaviour, will report higher levels of meaningfulness in their work, an increased sense 

of competence and control over the gambling environment, and reduced emotional 

exhaustion.  

Method 

Background 

As the research for the project needed to be conducted in a service 

organisation with a venue for gambling activities, licensed Queensland clubs registered 

with Clubs Queensland were selected. Additionally, because of the gambling service 

focus of the study, only clubs with a minimum of 25 poker machines and registered with 

Clubs Queensland were included in the study. 
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Procedure 

Initially, the draft questionnaire was pre-tested by a staff member of Clubs 

Queensland, and several staff members known to the researcher, who had several 

years of experience in the hospitality industry. The pre-testing provided constructive 

feedback that served to ensure that items on the questionnaire were easy to read and 

understand, free from ambiguity and bias, and the terminology was relevant to staff 

members working in clubs. 

For ethical reasons, the researcher was prevented by the ethical committee of 

the university from using a random sample of employees obtained from a list of all 

employees working in Queensland clubs. The researcher, however, was provided with 

a list of all the clubs registered with Clubs Queensland. Of these 961 clubs, the target 

population was 205 licensed clubs with poker machines ranging in number from 25 to 

280. Based on financial restrictions, the decision was made to sample 20% of the 

target population, a total of 41 clubs. 

 As explained in Chapter 5, a complex, stratified, probability sample was used 

to help ensure the sample was more precise, by reducing the design effect, and, 

therefore, more representative than simple random or cluster sampling (Neuman, 

2003). Neuman maintained that as a stratified sample tends to have a smaller sampling 

error than either a simple random sample or a cluster sample, it is likely, therefore, to 

be more representative of the population.  

In gaining the most representative sample of the diverse sub-population of 

clubs for the present research program, firstly, the target population was divided into 

strata on the basis of the 10 regions of Queensland defined by Clubs Queensland.  

Next, because the size of the clubs varied, and randomly selecting the clubs 

from each region without adjustment would not give each employee an equal chance of 

being selected, the clubs in the target population were divided into strata according to 
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size (large, medium and small). As the number of employees in each club 

was unknown, this decision was based on the number of poker machines in each club. 

Thus, in consultation with Clubs Queensland, it was decided that a club with 150 to 280 

poker machines was included in the large category. A club with 100 to 149 poker 

machines was included in the medium category, and a club with 25 to 99 poker 

machines was included in the small category.  

The number of clubs for each category was decided using the technique of 

probability proportional to size. This meant that the number of clubs in each category 

was weighted, based on the average number of poker machines in each large, medium 

and small club (200, 130 & 50 poker machines, respectively). Combining the weight 

with the number of clubs in each size category in the target population provided the 

total number of clubs to be selected from each category: 10 large clubs, 12 medium 

clubs and 19 small clubs. 

The next step involved sub-dividing the clubs in each of the ten regions into 

three categories based on size. The clubs were then selected randomly from each 

large, medium and small category of each region using probability proportional to size 

to ensure appropriate representativeness (see Table 7.1).  

Table 7.1: Sub-division of Queensland Clubs by Region and Size 
 
Regions of  
Queensland 
 

 
Number of 
Clubs (205) 

 
Size 
 
L    M    S 

 
Clubs in 
Sample (41) 
L     M     S  

Brisbane 
 

73 9    18    46 5     6      3 

Sunshine Coast 
 

21 2     0    19 2     0      4 

Gold Coast 
 

28 4     4    20 2     1      1 

Wide Bay 
 

16 3     3    10 1     1      1 

Fitzroy/Central West 
 

  8 0     1     07 0     1      1 

Mackay 
 

12 0     0    12 0     0      2 
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Regions of 
Queensland 

Number of 
clubs 

Size L, M, S Sample 

North/North West 
 

10 1     1     08 0     0      3 

Far North 
 

12 1     2    09 0     1      1 

Darling Downs 
 

15 0     3    12 0     1      2 

West Moreton 
 

10 0     3     7 0     1      1 

       20   35 150 10  12   19 

Once the clubs were selected, however, the researcher sought the co-operation 

of the general managers who were asked to participate in the project by completing a 

questionnaire and distributing a booklet to each staff member of any occupation who 

worked in a front-line position with patrons in the gambling environment. As discussed 

in Chapter 5, the CEO and IRM of Clubs Queensland promoted the project verbally, 

and in writing, and encouraged all managers to participate. They especially attempted 

to highlight that the study was for academic purposes only, and to dispel possible fears 

of managers that the findings would lead to further negative media publicity about the 

club industry, and, in particular, issues associated with problem gambling.  

Nevertheless, the potential for bias existed, and, consequently, the 

representativeness of the study needs to be considered with some caution. Because of 

the emphasis on confidentiality and anonymity, there was no way of knowing which 

managers and employees in the sample co-operated. The researcher was a little 

reassured about management co-operation, however, when one of the participating 

CEO’s, who was a winner of a prize, and was informed of his win, by her, by telephone, 

expressed keen and genuine interest in the project and its findings. He informed the 

researcher that he had personally ensured that all the relevant staff members working 

front-line in the gambling environment of his club had received a questionnaire and had 

emphasised to them his desire that they complete and return it.  
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Approximately three months after the completion of the exploratory 

interviews, the survey instrument, a self-administered questionnaire was mailed to the 

sample of 41 Club Managers. As the individual staffing numbers for each club were 

unknown, the researcher was advised by the CEO of Clubs Queensland about the 

approximate number of questionnaires to send to each size of club. Of the total of 468 

booklets mailed, each large club received 16, each medium club received 13, and each 

small club received 8 questionnaires. These numbers were considered more than 

adequate to allow each front-line staff member who worked with patrons in a gambling 

environment, regardless of their occupation, to receive a booklet. 

Included in the package of booklets mailed to each club manager selected were 

a number of cover letters. A copy of these letters can be found in Appendix D. Firstly, 

the manager received two letters, one from the researcher, and the other from the CEO 

of Clubs Queensland. Both of these letters promoted the benefits of the study for the 

Club Industry, and sought the support of the managers to both participate in the study 

and gain the cooperation of their staff members. In addition to explaining the random 

nature of sample selection, all clubs and participants were assured of confidentiality 

and anonymity. Additionally, a similar cover letter from the researcher was attached to 

each booklet given to the staff members who were asked to participate. A stamped 

addressed return envelope was also included with each questionnaire. 

Two follow up letters were sent. A short reminder was sent to managers a week 

after receipt of the questionnaires. A letter was sent to the managers two weeks later to 

encourage them to participate, and thank them if they had already done so. A small 

incentive was given to participants to encourage them to participate. Participants were 

also given the opportunity to receive a further incentive for the return of the completed 

questionnaire by the requested date. After the due date for return of questionnaires, a 

final letter was sent to all managers of the sample thanking them for their assistance. 
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Sample 

A total of 155 questionnaire booklets were returned, providing a 33% response 

rate, with the sample consisting of 54% women and 46% men. Seventy-two percent of 

the participants were employed full time, 8% part time, and 20% were casual. More 

than 62% of the participants had worked in clubs for up to 4 years, 19% from 4 to 7 

years, and nearly 29 % had worked in clubs for more than 7 years. The occupational 

positions of the participants were general managers (9%), supervisors (middle 

managers) whose work included working in front-line positions (41%), bar/gaming staff 

(33%), and other gaming related floor staff (17%). Of the participating clubs from the 

ten regions of Queensland, nearly half were RSLs, with the remainder a variety of 

sporting clubs.  

Measures  

The survey consisted of nine sections, the first of which was demographic data. 

Information was also collected for Clubs Queensland about government and media 

views about gambling and the club industry, coping styles, health symptoms, work 

outcomes, and opinions of general managers about the board of directors and their 

influence over a number of external factors. Additionally, of the six sources of support 

in the questionnaire, only one, supervisor support, a reliable predictor of employee 

outcomes was used in Study 2. Clubs Queensland requested information about the 

other sources of support. Only the measures used in Study 2 are described here. A 

complete copy of the questionnaire can be found in Appendix C. The development of 

each of these measures from the items in the questionnaire is explained in a later 

section of this chapter. 

In order to ensure adequate measures of each construct, the variables were 

measured with multiple-item scales. Likert type scales were used to rate participants’ 

assessment of statements. Unless otherwise stated, a five-point Likert type scale (1 = 

strongly disagree to 5 = strongly agree) was used. Where possible, existing scales 
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were used, but adapted in wording only, if necessary, to maintain relevance 

for staff in clubs (e.g., ‘patron’ instead of ‘client’, ‘club’ instead of ‘work’). In assessing 

items related to gambling in clubs, in the absence of relevant standardised scales, a 

number of scales were designed based on the interviews.   

Biographical and occupational characteristics 

Participants provided information on the type of club (e.g., RSL, Football, 

Bowls) and club location (e.g., Brisbane, Sunshine Coast, Wide Bay Burnett). 

Information was also collected on gender, length of service, employment status (e.g., 

full time, part time, casual), and occupational type (e.g., general manager, supervisor, 

gaming staff). 

Gambling-based measures 

Two measures were used to examine local community attitudes to gambling 

and clubs. Local Community Attitudes to Gambling consisted of 6 items reflecting staff 

perceptions of local community attitudes to gambling (e.g., “Most people in the 

community support gambling”, “Most people believe problem gambling is 

overestimated”). One item was reverse-scored: “Most people believe that gambling 

does more harm than good”. People Demands on Clubs consisted of 3 items designed 

to reflect how staff in clubs view local community attitudes to clubs (e.g., “Most people 

in the community are demanding of clubs because of gambling”, “Most people believe 

clubs make huge profits from gambling”). These two measures were designed as a 

result of the relevant themes and sub-themes of the interview material.  

Media Sensationalism consisted of four items designed to reflect staff 

perceptions of how the media sensationalises problems associated with people who 

gamble (e.g., “The media sensationalise gambling problems on television, non-local 

and local newspapers, and the radio”).  



 225

 

Staff Beliefs about Patrons Who Gamble. This measure consisted of 

four items developed from the interviews that assessed staff agreement about 

statements related to problem gamblers in clubs (e.g., “Some people have addictive 

personalities”, “I’m concerned that some people can’t control their gambling habits”).  

Climate-based measures   

Four types of organisational resources were measured as a result of the 

interviews: Employee Relations, Patron Welfare, Local community Welfare, and 

Supervisor support.  

Employee Relations consisted of 3 items that asked staff to rate their level of 

agreement with statements about the way employees are treated at work (e.g., From 

my experience…“Managers and supervisors respect all other employees”, …“open and 

free communication is encouraged by managers and supervisors at this club”). These 

items were selected from items used by Terry, Callan and Sartori (1996).  

Patron Welfare consisted of five items designed from the interviews that 

assessed the level of staff agreement with statements about the organisational welfare 

of patrons in clubs (e.g., My club … “provides quality services for our patrons”, … 

“considers the needs of our patrons as important”, … “provides important services for 

patrons”).  

Local Community Welfare consisted of three items designed from the interviews 

that assessed staff agreement about the organisational welfare of the local community 

(e.g., My club … “financially assists the local community”, … “assists the local 

community in other ways than financially”).  

Supervisor Support was measured using four items from Terry, Callan and 

Sartori (1996). Participants assessed how much they relied on their supervisors for 
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various types of support using a five point scale (e.g., 1 = not applicable, 2 = 

not at all, to 5 = very much).  

Empowerment 

Empowerment was assessed using three measures that asked staff to rate the 

level of meaningfulness of their work, their competence, and the level of control 

(influence) they had at work.  

Meaningfulness. The three items used to measure meaningfulness were 

developed for the club industry based on Fulford and Enz (1995), Spreitzer (1995), and 

the interviews in Study 1. The items addressed staff members’ sense of 

meaningfulness, including enjoyment and pride in their work in Queensland clubs. One 

item was reverse-coded (e.g., “I sometimes feel that my job is meaningless”). 

Participants rated the items using a five point scale (e.g., 1 = almost never true, to 5 = 

almost always true). 

Competence.  Three items were used to assess staff perceptions of their self-

efficacy or competence using a five point scale (e.g., 1 = almost never true, to 5 = 

almost always true). The items, similar to those used by Ashford (1988) were used to 

explore staff beliefs in their own abilities to handle concerns at work (e.g., “I am 

confident in my ability to deal with all concerns in my job”). Two items were reverse-

coded (e.g., “I avoid facing difficulties”). 

Influence. Influence was measured using six items adapted in wording for the 

Club Industry from Smith, Tisak, Hahn and Schmieder (1997), and the interviews. 

Participants were asked to assess on a five point scale (e.g., 1 = very little control to 5 

= high control) the level of control they had of the demands of the club environment 

(e.g., “The level of control of patron demands”, “The level of control of disruptive 

patrons”, “How much patrons gamble”).   
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Work Outcome measures 

Information was collected about the two work outcomes of commitment and 

emotional exhaustion (a measure of burnout).  

Commitment. The extent to which participants felt committed to their work was 

assessed with five items from a scale by (Mowday et al., 1979) (e.g., “I feel very 

committed to the job I currently do”). Two items were reverse-coded (e.g., “I don’t care 

what happens as long as I receive my pay”). 

Emotional exhaustion was used as a measure of burnout, an indicator of 

impaired well-being. Researchers (Baruch Feldman et al., 2002; Beehr et al., 1990; 

Kickul & Posig, 2001) have argued that as emotional exhaustion is the essence of 

burnout, there is a tendency to use only this dimension to assess burnout. Barling and 

Macintyre (1993) asserted that without exception, emotional exhaustion is considered 

the most stable, robust dimension, with the other components, depersonalisation and 

reduced personal accomplishment theoretically related. Emotional Exhaustion was 

from the eight item sub-scale from Maslach’s Burnout Inventory (Maslach & Jackson, 

1981) using five items. Participants were asked to assess how much they experienced 

a variety of symptoms (e.g., “I feel emotionally drained from my work”, and “Working 

with people all day is really a strain for me”) using a five point scale (e.g., 1 = not at all 

to 5 = very much).  

The next section now examines how the measures just described were 

developed from the items of the survey. 

 Results 

Data screening. Prior to more complex analysis of data, the data set was 

screened. Firstly, the data was checked for incorrect data entry. Corrections were 

made where necessary, and the data set was again checked for accuracy. The 155 
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responses from the mail questionnaire were then checked for missing data. 

One case was discarded, as it was over 50% incomplete. Total missing values for the 

remaining cases were fewer than 2%, and to retain as many cases as possible, these 

missing values were replaced with the series mean.  

Next, the data were checked for normality of the distribution of scores and 

linearity. Diagnostic procedures conducted on the data revealed that for a number of 

items, skewness (mostly negative) and kurtosis were marked. McDonald and Ringo Ho 

(2002) maintained that much social and behavioural science data are abnormal, and 

that ML estimation and its associated statistics seem fairly robust against violations of 

normality. Several studies of robustness of the multivariate normality assumption (e.g., 

Armemiya & Anderson, 1990) found that the parameter estimates remain valid even 

when the data are nonnormal. Arbuckle and Wothke (1999) argued that when testing 

models using the SEM program, AMOS, it is sufficient that the observed variables have 

a multivariate normal distribution. Steps were taken in the present study to reduce the 

severity of the non-normality by changing the scores on the variables. As the outliers 

were considered part of a non-normal distribution, these outlying cases were assigned 

a raw score that was one unit larger (or smaller) than the next most extreme score in 

the distribution (Tabachnick & Fidell, 2001). Following this procedure, assessment of 

the data graphically and statistically showed normality had improved and the skewness 

and kurtosis values were not severe. This revised data set was used for all further 

statistical analysis.  

Creation of scales. The aim of scale creation was to seek the smallest set of 

factors which would capture a satisfactory amount of the variance from the initial set of 

questions for each construct on the questionnaire, and best represent, in a meaningful 

way, the constructs in the model. 
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Preliminary assessment. Each set of items contributing to each 

construct was factor analysed using the same set of steps. Firstly, principal 

components analysis assessed the factorability of items. This was achieved through 

two statistical measures, Bartlett's test of Sphericity (Bartlett, 1954) where p < .05 and 

Kaiser-Meyer-Olkin's (KMO) measure of sampling adequacy (Kaiser, 1970) where its 

index was no smaller than .6 to be acceptable (Pallant, 2001; Tabachnick & Fidell, 

2001). The following criteria were used to determine the number of factors: Inspection 

of the eigenvalues greater than one, the percentage of variance explained, the 

screeplot, and the strength of the loadings of each of the items on components in the 

component matrix.  

Next, Principal Axis Factoring (PAF) was undertaken to identify the items 

loading on a factor. To be included in a factor, the items needed to be correlated with a 

particular factor, r > .3. For a factor to be acceptable, a minimum of 3 items needed to 

load on it. Items that had significant cross-loadings on other factors were not included 

(Tabachnick & Fidell, 2001). Adaptations of established scales used in the study were 

checked using Principal Components Analysis, unless otherwise stated. 

Interpreting the factors. Once the number of factors was determined, rotation 

was used in the third stage of scale creation to achieve simpler structure, and a more 

meaningful patterning of items. Either orthogonal rotation, using the Varimax method, 

or oblique rotation, using the Direct Oblimin method, was selected to provide the 

solution that was most interpretable, and most closely approximated simple structure 

(Cudeck, 2000). Guiding the choice of rotation was the fact that oblique solutions are 

more likely to approximate simple structure and allow the factors to be correlated. Their 

use is particularly beneficial when the correlations in the factor correlation matrix are 

greater than .30 (Cudeck, 2000; Hair et al., 1995; Tinsley & Brown, 2000). Orthogonal 

solutions, however, are useful when collinearity needs to be eliminated (Tabachnick & 

Fidell, 2001). 
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Reliability of scales. Once a satisfactory factor solution was derived 

for each scale, the composite of items for each factor was checked for reliability using 

Cronbach's alpha coefficient. The accepted coefficient for all scales in the present 

study was ≥ .6. The next section presents the specific analysis of the underlying 

structure and development of each of the scales.  

Climate-based scales 

Employee, Patron, Local Community Welfare, Supervisor Support 

Section 2a of the questionnaire consisted of 5 items to measure staff 

perceptions of club attitudes to gambling. Section 2b consisting of 6 questions, 

explored staff perceptions of the welfare of patrons, while Section 2c consisted of 4 

items, and measured staff perceptions of the welfare of the local community. These 

climate-based items were designed as a result of the qualitative interviews and worded 

to suit employees working in a club. The three items of Section 2d that explored staff 

perceptions of employee relations within the club environment were from an 

established scale and analysed separately. Supervisor support was also measured 

using an established scale and analysed separately. 

Factor Analysis of the 15 items of Sections 2a, 2b and 2c of the questionnaire 

indicated that a two factor oblique solution provided the cleanest structure, accounting 

for 46% of the variance. There was a -.24 correlation between the two factors. No clear 

or reliable third factor measuring club attitudes to gambling emerged. As staff 

perceptions indicated that all participants agreed that gambling was a pleasurable 

leisure pursuit that people have the right to pursue, there was very little variance.  

 The first factor, labelled Patron Welfare explained 35% of the variance. It 

consisted of seven items focused on considering the needs of patrons, providing 

quality and important leisure services for them in a stimulating environment, and 

minimising problem gambling for patrons through responsible gaming.  
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The second factor, called Local Community Welfare, consisted of 

four items about the support provided by clubs to the local community and the 

important function of clubs by providing financial and non-financial assistance. This 

factor explained 11% of the variance  

Employee Relations about the welfare of staff, asked staff to rate their levels of 

agreement with statements about the way employees are treated in clubs and were 

selected from items used by Terry, Callan and Sartori (1996). Principal Components 

Analysis revealed these three items explained 65% of the variance.  

Section 5 b consisted of seven questions about the kinds of support staff 

received from each of the following six sources: The board of directors, general 

manager, supervisors, colleagues, patrons and non-work. As explained, only 

supervisor support was used in Study 2, with the remainder of sources of relevance to 

Clubs Queensland.  Supervisor support was measured using items from Terry, Callan 

and Sartori (1996). Participants assessed how much they relied on their supervisors for 

various types of support. The items, loadings and alpha coefficients for the four 

climate-based factors are displayed in Table 7.2 

Table 7.2: Factor Loadings and Reliabilities for the Climate-based Factors 

Summary of Items  Factor 
Loadings 

Patron Welfare (7 items) 

Cronbach's alpha coefficient 

Club provides leisure activities for patrons 

 

.852 

.735 

Club considers needs of patrons .724 

Club provides stimulating environment for patrons          .715 

Club provides quality services for patrons             .694 

Club provides opportunities for social contacts .684 
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Summary of Items  Factor 
Loadings 

Club provides important services for patrons .660 

Club takes responsible approach to gambling 

Local Community Welfare (4 items) 

.390 

 

Cronbach's alpha coefficient .814 

Local community depends on financial help from club -.747 

Club financially assists local community -.721 

Club serves an important function in local community -.595 

Club assists community in other ways than financially -.476 

Employee Relations (3 items) 

Cronbach's alpha coefficient 

Managers and supervisors respect all other employees 

 

.718 

.907 

Open and free communication encouraged at club .883 

Non-management staff treat each other with respect .578 

Supervisor Support (7 items) 

Cronbach's alpha coefficient 

How much can you count on these people to listen to you  

How much can you rely on people to help you feel better  

How much can you count on these people to give you advice 

or information 

How much do these people notice when you’re having a 

problem 

How much can you trust these people to treat confidentially  

How much practical assistance do these people give you 

How much do these people give directives to you 

 

  .922 

   .853 

  .839 

 

  .812 

 

.752 

.745 

.726 

.520 
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Gambling-based scales 

Staff Opinions about Gambling Concerns  

The nine items of Section 3 of the questionnaire were designed by the 

researcher to explore staff concerns about problem gambling and based on the 

concerns expressed by the interviewees in Study 1. A two-factor orthogonal solution 

was chosen accounting for 28% of the variance. Factor one explained 20% of the 

variance. The second factor, explaining 8% of the variance, was unacceptable in that 

one of its three items was complex, loading on both factors, and was discarded. Table 

7.3 shows the remaining five items, their loadings and alpha coefficient of the factor 

labelled Staff Beliefs about patrons who gamble. 

Local Community Attitudes to Gambling and Clubs 

The 12 items of Section 4a and 4 b of the questionnaire were designed from the 

interview material to explore staff perceptions of local community attitudes to gambling 

and the Club Industry.  

A three factor orthogonal solution provided clean structure, but the third factor 

consisted of only two items, and was excluded from further analysis. The final two 

factor solution provided the most interpretable and cleanest structure and accounted 

for 33% of the variance. The first factor, labelled Local Community Attitudes to 

Gambling, explained 19% of the variance and consisted of seven items about people's 

attitudes to gambling and the associated concerns about gambling. The second factor, 

explaining 14% of the variance, consisted of three items designed to reflect how staff 

members in clubs view local community attitudes to clubs. This factor was called 

People Demands on Clubs. The items loading on each of the two factors and their 

alpha coefficients are presented in Table 7.3. 
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Media Attitudes to Gambling  

Sections 4e and 4f of the questionnaire consisted of twelve items consisting of 

three questions each addressing four types of media (TV, local newspapers, non-local 

newspapers & radio) and explored staff perception of media attitudes to gambling. 

After Factor Analysis, four complex items were removed, and a two factor 

orthogonal solution provided simple structure and accounted for 64% of the variance. 

Factor 1, labelled Media Sensationalism, explained 33% of the variance. Factor 2, 

labelled Media Criticism of Poker Machines explained 31% of the variance. Only Factor 

1, Media Sensationalism, was used in Study 2 as it was more salient in the interviews 

and using just one construct helped to keep the overall number of constructs in the 

SEM models to a reasonable number without causing loss of fit. The four items, the 

factor loadings and alpha coefficient for Media sensationalism are presented in Table 

7.3 with the other gambling-related factors. 

Table 7.3: Factor Loadings and Reliabilities for Gambling-related Factors 

Summary of Items  Factor Loadings 

Staff Beliefs about Patrons who Gamble (5 items) 

Cronbach's alpha coefficient 

Concerned some people can't control their gambling 

habits 

 

.670 

 

.768 

I notice when some people gamble for a long time .754 

Some people have addictive personalities 

Gambling activities may contribute to problem 

gambling 

.686 

 

.627 

It is easy to identify a problem gambler .538 
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Summary of Items  Factor Loadings 

Local Community Attitudes to Gambling (7 items) 

Cronbach's alpha coefficient 

Most people believe problem gambling is 

overestimated  

 

.661 

 

.673 

Problem gambling given more emphasis  .639 

Most people in the community support gambling .527 

Each person is responsible for own gambling habits .427 

People have the right to spend their money on 

gambling  

 

.384 

Gambling does more harm than good (R) 

Gambling is just another form of entertainment. 

People Demands on Clubs (3 items) 

Cronbach's alpha coefficient 

.371 

.301 

 

.628 

People are demanding of clubs because of gambling .641 

People believe clubs make huge profits from 

gambling 

People take for granted what clubs do for community 

 

.583 

.526 

Media Attitudes to Gambling (4 items) 

Cronbach's alpha coefficient 

The media sensationalise gambling problems 

 in non local papers 

 on the radio 

 in the local paper 

 

.905 

 

.766 

.751 

.741 

The media sensationalise gambling problems on TV .517 
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Empowerment Scales 

Empowerment was assessed using three measures that asked staff to rate the 

level of meaningfulness of their work, their competence, and the level of control 

(influence) they had at work. 

Meaningfulness 

The three items in Section 8d of the questionnaire used to measure 

meaningfulness were developed for the Queensland club industry and were based on 

Fulford and Enz (1995); Spreitzer (1995), and the interviews in Study 1. The selected 

items specifically addressed staff members’ sense of meaningfulness, including 

enjoyment and pride in their work in Queensland clubs. The fourth item in this section 

about overall staff job satisfaction, relevant to Clubs Queensland, was not included in 

the present research program.  

Principal Components Analysis revealed all items loaded on the one factor and 

explained 62% of the variance.  

Competence 

Section 6 of the questionnaire consisted of four items similar to those used by 

Ashford (1988) used to explore staff perceptions of their self-efficacy or competence, 

and were about staff beliefs in their own abilities in handling concerns. Principal 

Components Analysis revealed these items explained 50% of the variance.  

Influence 

Section 5a of the questionnaire consisted of 10 questions adapted in wording 

as necessary to maintain relevance for the Club Industry from Smith, Tisak, Hahn and 

Schmieder (1997), in combination with the interviews, for the purpose of exploring staff 

perceptions of the level of control they had over a number of work issues. 
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A two factor oblique solution provided simple structure and 

accounted for 58% of the variance. There was a -.39 correlation between the factors. 

The first factor consisted of six items about staff control of patron demands, patron 

gambling, and the physical conditions of the club and was called Influence over the 

Demands of the Club Environment. This factor explained 42% of the variance. 

While the second factor, called Influence over the Quality of Work was a reliable 

factor and explained 16% of the variance, it was not included in the present project. 

Only the scale focused on control of gambling-related issues was chosen for Study 2. 

The items, loadings and alpha coefficient for each factor of the empowerment construct 

are presented in Table 7.4.  

Table 7.4: Factor Loadings and Reliabilities for Empowerment 

Summary of Items Factor Loadings 

Meaningfulness (3 items) 

Cronbach's alpha coefficient 

My job is enjoyable 

 

.785 

.863 

I feel a sense of pride in doing my work .806 

I sometimes feel that my job is meaningless (R) .632 

Competence (4 items) 

Cronbach's alpha coefficient 

I am confident in my ability to deal with all concerns in 

my job 

 

.652 

 

794 

When unexpected problems occur, I don't handle 

them well (R) 

.735 

I avoid facing difficulties (R) .723 

Failure just makes me try harder .567 



 238

 

  

Summary of Items Factor Loadings 

Influence (6 items) 

Cronbach's alpha coefficient 

The level of control of patron demands 

The level of control of how much work you do 

The level of control of physical work conditions  

The level of control of patron gambling 

 

.811 

.694 

.661 

.655 

.564 

The level of control of disruptive patrons 521 

The level of control of the sources of information .481 

 

Work Outcome Scales 

Information was collected about the two work outcomes of commitment and 

emotional exhaustion, an indicator of burnout and impaired well-being. 

Emotional Exhaustion 

Only items in Section 8a of the questionnaire, measuring emotional exhaustion, 

from an eight sub-scale from Maslach’s Burnout Inventory (Maslach & Jackson, 1981), 

were included in the present study. Sections 8b and 8c were for research purposes 

outside the present project. For Section 8a, 62% of the variance was explained by the 

six items measuring the one factor, called Emotional Exhaustion, using Principal 

Components Analysis.  

Commitment 

Six items from a scale by Mowday, Steers and Porter (1979) were used to 

measure commitment and explained 44% of the variance. One item did not reach the 
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required correlation with the factor and was discarded. Table 7.5 presents 

the items, their loadings and alpha coefficient for the two factors concerned with work 

outcomes. 

Table 7.5: Factor Loadings and Reliabilities for Work Outcomes 

Summary of Items Factor Loadings 

Emotional Exhaustion (6 items) 

Cronbach's alpha coefficient 

I feel fatigued in the morning when I have to face another day on 

job 

 

.872 

 

.878 

I feel emotionally drained from my work .835 

I feel frustrated by my job 

Working with people all day is really a strain for me 

I feel I am working too hard on my job 

.828 

.781 

.759 

I feel emotionally drained from other activities .598 

Commitment (5 items) 

Cronbach's alpha coefficient 

There's not much to be gained by sticking with this job indefinitely 

(R) 

 

.779 

 

.777 

I feel very committed to the job I currently do  .747 

What happens in my club is really important to me  .746 

I don't care what happens as long as I receive my pay (R) 

It would take little change in my job to cause me to leave (R) 

.732 

.642 

After completion of the scales, factor scores were next computed using the 

mean of the items loading on each factor. Before being used to test the structural 

model, however, the measurement models were tested to ensure stability of the set of 

scales and to improve the fit if necessary with some minor respecification.  
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The measurement models 

The structural model is nested within the measurement model (Anderson & 

Gerbing, 1988). Consequently, a number of researchers (e.g., McDonald & Ringo Ho, 

2002) have suggested that a sequential two-stage procedure be followed that requires 

the measurement model to be tested first to ensure an effective set of measurements, 

followed by the path model.  

The number of constructs contributing to the overall model required that the 

adequacy of the measurement set was tested through a number of smaller 

measurement models grouped according to external and internal gambling-related 

aspects, climate-based resources, the empowerment dimensions, and work outcomes 

(see Figure 7.1). 

Confirmatory factor analyses was used to test each model to ensure the factor 

loadings formed independent clusters, and to identify any items loading on multiple 

factors (e.g., McDonald & Ringo Ho, 2002). The items used to measure each of the 13 

theoretical constructs were used as indicators of latent variables. Factor variances 

were set to one in order to identify the models and allow the range of model fit and 

modification indices to be computed (Browne & Du Toit, 1992). 

Results indicated that for a number of the scales the GFI and RMSEA did not 

reach the cut off recommended by Hu and Bentler (1999) of .95 of .05 respectively, but 

showed the fit of the models could be improved with some minor respecification. 

According to Anderson and Gerbing (1988), the preferred solution for improving the fit 

of measurement models is deletion of the problem indicators. Inspection of the 

modification indices revealed that for several of the indicators, the measurement error 

terms were significantly correlated, suggesting redundancy, and these problem 

indicators were removed. While dropping items from the scales improved the 

soundness of the measurement properties, the decision, nevertheless, was made 
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parsimoniously to prevent a possible reduction in the content validity of 

each of the latent constructs. Three of the scales had only three items and were not re-

specified, because a scale requires a minimum of three items for model identification. 

Eleven of the original items were removed from the model, leaving 53 items. The 

number of items for each construct ranged from three to six, with the majority of 

constructs consisting of three or four items.  

Each modified measurement model indicated a good fit to the data in that they 

met the criteria used in the present study to assess good fit (χ2 = non significant, χ2/df = 

<.2, GFI = >.95, RMSEA = <.05).  

A second-order confirmatory factor analysis was conducted to determine the 

contribution of the three dimensions (meaningfulness, competence and influence) to 

the overall construct of empowerment (Fulford & Enz, 1995; Spreitzer, 1995). The 

measurement model indicated an adequate fit to the data (χ2(51) = 64.63, χ2/df = 1.27, 

GFI = .94, RMSEA = .04). While meaningfulness and influence contributed well to the 

empowerment construct, the contribution of competence was not significant suggesting 

that competence is included as a necessary, but not a sufficient element of the 

empowerment construct (Fulford & Enz, 1995). Table 7.6 displays the standardised 

path coefficients and r2 for the 53 items and 13 constructs in the model, including the 

second-order construct. 

Re-computing Cronbach’s alpha coefficients for each construct based on the 

final items used in the measurement models revealed all inter-item correlations had 

adequate to high levels of reliability and good convergent validity. The alpha 

coefficients ranged from .63 to .90. The correlations between the latent constructs in 

the measurement model were all within a low to moderate range, indicating good 

discriminant validity (Kline, 1998). The means, standard deviations, inter-correlations 
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and alpha coefficients for each of the 13 latent constructs are presented in 

Table 7.7, based on the suggestions for reporting data by McDonald and Ringo Ho 

(2002). 

A couple of limitations, however, were noted. Firstly, for over a quarter of the 

items of the constructs, the explained variance (r2) was less than .5. This suggests that 

more than half of the item’s variance was unexplained by the factor it was supposed to 

measure (Kline, 1998). Secondly, two constructs, People Demands on Clubs, and 

Community Attitudes to Gambling, showed acceptable but low levels of reliability, as 

assessed by Cronbach’s alpha coefficients (.63 & .64, respectively) (Pallant, 2001). 

These low levels may be due to the small number of items that constitute the 

constructs. Additionally, in the absence of suitable standardised scales, both these 

scales were designed from Study 1, suggesting a possible weakness with 

operationalising the constructs. Despite these limitations, the majority of assessments 

made supported the model’s sound measurement properties. The measurement 

models, overall, showed good fit to the data. 
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Table 7.6: Standardised Path Coefficients and r2 Values for the 
Confirmatory Factor Model of Factors Influencing Staff empowerment, Commitment 
and Well-being in a Gambling Environment 

Summary of item content B r2

  External Factors   

Local Community Attitudes to Gambling (6 items) B r2

Most people in the community support gambling .42 .18 

Most people believe they have the right to spend their money on gambling 

if they wish 

.44 .19 

Most people believe that problem gambling is overestimated .65 .43 

Most people believe that problem gambling is given more emphasis than 

other addictions 

.61 .37 

Most people believe that each person is responsible for his/her own 

gambling habits 

.41 .17 

Most people believe that gambling does more harm than good (R) .33 .11 

People Demands on Clubs (3 items)   

Most people are demanding because clubs make their money from 

gambling 

.97 .97 

Most people believe clubs make huge profits from gambling .50 .25 

Most people take for granted what clubs do for the community .38 .15 

Media Sensationalism (3 items)   

The media sensationalise gambling problems in the non-local newspaper .87 .76 

The media sensationalise gambling problems in the local newspaper .83 .68 

The media sensationalise gambling problems on television .61 .37 
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Summary of item content B r2

The media sensationalise gambling problems on the radio .80 .63 

    Internal Factors   

Employee Relations (3 items)   

Managers and supervisors respect all staff .80 .64 

Open and free communication is encouraged at the club .92 .85 

Non-management staff treat each other with respect .33 .11 

Patron Welfare (5 items)   

Club considers needs of patrons .80 .65 

Club provides a stimulating environment for patrons .81 .65 

Club provides quality services for patrons .64 .41 

Club provides important services for patrons .70 .49 

Club takes a responsible approach to gambling .43 .19 

Local Community Welfare (3 items)   

Club financially assists the community .58 .34 

Club serves an important function in the local community .92 .84 

Club assists community in other ways than financially .73 .53 

Supervisor Support (4 items)   

Listen to you when you need to talk about work-related problems .84 .70 

Can trust to keep discussions about work matters confidential .82 .67 

Gives sound advice about what you could do when experiencing work-

related problems 

.90 .81 

Gives practical assistance to you to help resolve work problems .80 .64 
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Summary of item content B r2

Staff Beliefs about Patrons who Gamble (4 items)   

I’m concerned some people can’t control gambling habits .75 .56 

I notice when some people gamble for a long time .59 .35 

Some people have addictive personalities  .60 .36 

Gambling activities may contribute to problem gambling .51 .26 

    Empowerment   

Meaningfulness .67 .45 

Competence .28 .08 

Influence .78 .61 

Meaningfulness (3 items)   

I sometimes feel my job is meaningless (R) .47 .22 

I feel a sense of pride in doing my work .77 .59 

My job is enjoyable .81 .66 

Competence (3 items)   

I am confident in my ability to deal with all concerns in my job .57 .33 

I avoid facing difficulties (R) .65 .42 

When unexpected problems occur, I don’t handle them well (R) .72 .52 

Influence (6 items)   

Control of patron demands .69 .49 

Control of how much work you do .78 .61 

Control of physical work conditions .71 .50 

Control of patron gambling .41 .17 
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Summary of item content B r2

Control of disruptive patrons .64 .41 

Control of the sources of information needed to do job .65 .43 

    Work Outcomes   

Commitment (4 items)   

I feel very committed to the job I currently do .69 .48 

I don’t care what happens in my club as long as I receive my pay (R) .66 .44 

What happens in the club is really important to me .71 .50 

There’s not much to be gained by sticking with this job indefinitely (R) .63 .48 

Emotional Exhaustion (5 items)   

I feel emotionally drained from my work .79 .63 

I feel fatigued when I have to get up in the morning .87 .75 

Working all day with people is really a strain for me .70 .49 

I feel frustrated from my job .82 .68 

I feel I am working too hard on my job .69 .48 
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Table 7.7: Means, Standard Deviations, Inter-Correlations and Reliability of Constructs in SEM model 

Construct               Mean S.
D. 

1 2 3 4 5 6 7 8 9 10 11 12 13

1 People Demands 
on Clubs 

3.72             .50 (.63) 

2 Loc. Community 
Attitudes to 
Gambling 

3.33             

             

             

        

              

             

             

.62 .00 (.64) 

3 Media 
Sensationalism 

3.51 .81 .13 .31** (.86) 

4 Employee 
Relations 

3.50 .56 -.05 .23** .22** (.72) 

5 Patron Welfare 4.11 .44 .03 .18* .21** .51** (.80) 

6 Local 
Community 
Welfare 

3.91 .56 -.00 .26** .37** .48** .58** (.77) 

7 Staff Beliefs 
about Patrons who 
Gamble 

3.90 .50 .07 -.36** -.14 -.11 -.04 -.25** (.70) 

8 Supervisor 
Support 

3.58 .92 -.09 -.01 .13 .35** .21** .13 .03 (.90) 
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Construct               Mean S.
D. 

1 2 3 4 5 6 7 8 9 10 11 12 13

9 Meaningfulness              3.04 .59 -.13 .15 .29** .51** .44** .38** -.08 .25** (.70) 

10 Competence              

              

            

             

3.71 .45 -.02 .02 -.07 .03 .00 .04 -.02 -.13 .02 (.68) 

11 Influence 3.21 .80 -.20* .14 .13 .46** .34** .33** -.03 .32** .42** .05 (.81) 

12 Commitment 3.53 .34 -.03 .14 .13 .31** .20* .19* -.10 .24** .28** -.07 .33** (.74)  

13 Emotional 
Exhaustion 

3.04 .51 .28** .06 .07 -.14 -.08 -.06 -.14 -.01 -.37** -.02 -.18* -.13 (.88) 

Note. A five-point Likert type scale was used to rate participants’ assessments of items for all constructs 

*Correlations are significant at p < .05; **Correlations are significant at p < .01. Cronbach’s alpha coefficients are in bold and in 

parentheses 
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The structural model 

The utility of the proposed recursive model presented in Figure 7.1 was tested 

by Structural Equation Modelling, using AMOS, version 4.0 (Arbuckle & Wothke, 1999). 

Results from the test of the a priori recursive structural model suggested that the model 

fitted the data very well (χ2 (22) = 20, p = .57, χ2/df = .92, GFI = .98, RMSEA <. 01). 

Inspection of the Modification indices revealed, however, that several of the specified 

paths between constructs were not significant and could be removed without loss of 

model fit. As there were no significant paths to or from competence, this construct was 

dropped. Surprisingly, while there was a strong bi-variate correlation between Local 

community welfare and two climate-based resources, Patron welfare (.58) and 

Employee relations (.48), there were no significant paths from Local community welfare 

to the empowerment dimensions or work outcomes, and this construct was also 

omitted. Three non-significant paths to the meaningfulness dimension were removed: 

Supervisor support, local community attitudes to gambling, and staff beliefs about 

patrons who gamble. Three non-significant paths to influence were removed: Patron 

welfare, media sensationalism, and staff beliefs about patrons who gamble. Two non-

significant paths to emotional exhaustion were also removed: Community attitudes to 

gambling and media sensationalism. For the empowerment dimensions, the final model 

explained 35% of the variance in meaningfulness and 33% of the variance in influence. 

For the outcome variables, the final model explained 14% of the variance in 

commitment, and 22% of the variance in emotional exhaustion.  

To rule out rival models and provide support for the theoretical efficacy of the 

final structural model (see Chapter 5), three alternative models that could account for 

the relationships between the constructs were also tested. The final model compared 

favourably with a fully mediated model (χ2 (22) = 35, p = .04, χ2/df = 1.57, GFI = .96, 

RMSEA = .06). The final model also compared well with a model predicting only direct 

effects to the outcome variables (χ2 (24) = 143, p = .001, χ2/df = 5.95, GFI = .86, 
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RMSEA = .10). Chi square difference tests showed a significant difference 

between the final model and each of these models (χ2 diff. (2) = 14, p < .001; χ2 diff. (4) 

= 122, p < .001). A one-factor model also did not fit the data well (χ2 (65) = 162, p = .00, 

χ2/df = 2.49, GFI = .86, RMSEA = .09) and when compared to the final structural model 

showed a significant chi square difference (χ2 diff. (45) = 141, p < .001). Researchers 

such as Harris and Mossholder (1996) suggested that such results provide an 

indication that common method variance did not pose a substantial threat to the validity 

of the final model. The results suggest that the final structural model presented in 

Figure 7.2 best represents the relationships found in the data. 

Summary of Results 

Internal influences 

Climate-based resources  

Hypothesis 1a proposing paths from employee relations was mostly confirmed 

by the significant paths from employee relations to the empowerment dimensions of 

meaning and influence. The impact of employee relations on the commitment and well-

being of employees was also mediated by the meaning dimension. While influence 

played a role in mediating the effects of employee relations on commitment, influence 

failed to predict well-being. 

 Hypothesis 1b proposing paths from patron welfare was partially confirmed by 

the significant path from patron welfare to the empowerment dimension of 

meaningfulness. The impact of patron welfare on the commitment and well-being of 

employees was also mediated by the meaningfulness dimension.  

Hypothesis 1c that proposed paths from local community welfare to the 

empowerment dimensions and work outcomes was not confirmed.  
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Hypothesis 1d proposing paths from supervisor support was partially 

confirmed by the significant paths from supervisor support to the empowerment 

dimension of influence. The influence dimension also mediated the impact of 

supervisor support on the commitment of employees.  

External influences 

Gambling-based aspects  

Hypothesis 2 proposing paths from community attitudes to gambling was 

partially confirmed, in that employees who perceived that most people in the local 

community support gambling, and believe they have the right to gamble if they wish, 

reported higher levels of control (influence) in their work. Community attitudes to 

gambling did not predict meaningfulness or the well-being of employees. 

Hypothesis 3 proposing paths from people demands on clubs was mostly 

confirmed in that employees who perceived that most people are demanding, and take 

club services for granted because they believe clubs make huge profits from gambling, 

had reduced meaningfulness, a reduced perception of influence over the gambling 

environment, and increased emotional exhaustion. 

Hypothesis four relating to media sensationalism was not confirmed, and, 

contrary to expectations, the path from media sensationalism to meaningfulness was 

positive. 

Internal influence 

Hypothesis five, proposing paths from staff beliefs about patrons who gamble, 

was partially confirmed in that employees’ beliefs about patrons who gamble predicted 

their well-being. Employees’ beliefs about patrons who gamble that places 
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responsibility on the patrons for their own gambling behaviours, for 

example, had reduced emotional exhaustion.  
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Figure 7.2: Final Structural Model 
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Discussion 

The aim of this research project was to test the conceptual model developed in 

Study 1 by examining the impact of aspects of the internal and external environment on 

the empowerment, commitment and well-being of employees who work in a gambling 

industry. Within the club environment, the climate-based resources of employee 

relations, patron welfare and local community welfare, and the perceived availability of 

supervisor support were examined for their impact on empowerment, commitment and 

well-being of employees, as was a gambling-related aspect about staff opinions of 

patrons who gamble. Local community attitudes to gambling, people demands on 

clubs, and media sensationalism were the salient factors of the external environment 

examined for their impact on the empowerment and well-being of employees. 

Empowerment was expected to mediate the effects of a number of the climate-based 

resources on work outcomes.  

An unexpected finding was the minimal contribution of competence to the 

proposed model in that there were no significant paths to or from it. While competence 

is considered to be a necessary but not sufficient condition for empowerment (Thomas 

& Velthouse, 1990), competence in the present study made only a small, non-

significant contribution to the empowerment construct. As employees who work in clubs 

are often confronted with the negative views about gambling from the community and 

the media, a close person-environment fit, expressed through meaningfulness, may 

have more motivational potential than competence in a gambling industry. Guided by 

Fulford and Enz (1995), it is suggested that meaningfulness is the most critical 

dimension of empowerment when explaining affective outcomes. 

Fulford and Enz (1995) also explained that the small contribution of 

competence to empowerment in a service industry is perhaps because the duties of 

employees in service delivery tend to be reasonably simple, routine and repetitive. 
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These researchers also maintained that efforts to facilitate both a sense of 

meaningfulness and influence for employees in a service industry are vital, and 

empowerment programs are more likely to have maximum effect if tailored around 

these two dimensions. 

In support of the conceptual model, results of the structural equation modelling 

revealed that employee relations significantly influenced the meaningfulness and 

influence dimensions of the empowerment construct. Study 1 showed that employees 

who thought their organisation valued harmonious staff relationships and encouraged 

open and free communication, felt empowered through finding their work meaningful 

and perceiving they have control over aspects of their work. These findings are 

consistent with those of Corsun and Enz (1999) who argued that supportive connecting 

relationships, that show a consideration for employees’ needs, promote empowerment. 

Sparrowe (1994) also maintained that an organisation that is oriented towards 

openness, learning, and employee contribution is likely to provide an environment that 

facilitates empowerment. When managers encourage open and free communication, 

and show respect for employees’ opinions, employees are likely to develop a sense of 

control, and an emotional bond to the club, that Kaufman, Stamper and Tesluk (2001) 

maintained fosters perceptions of empowerment. 

As predicted, employees’ perceptions of the organisation’s ability to provide 

quality services and consider the needs of the patrons had a direct influence on the 

meaningfulness dimension of empowerment. Study 1 showed that the welfare of 

patrons was thought to be an important organisational goal that facilitates employees’ 

empowerment by promoting meaning. Martin, Jones and Callan (2003) emphasised 

how a focus on this stakeholder dimension of climate promoted employee work 

attitudes, and, in particular helped them manage organisational change. Corsun and 

Enz (1999) found that employees focused on helping others, such as patrons, helps to 
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humanise the work environment, and is empowering for staff by being an 

important ingredient in the prediction of employees’ perceptions of meaningfulness.  

An unexpected finding was the non-significant relationship between local 

community welfare and the empowerment dimensions. While club support to the local 

community was an important issue in the interviews and seemed to contribute to 

employees’ empowerment, this was not indicated in the present study. Perhaps the 

employees’ emphasis on club support for the local community in the interviews serves 

mostly to help them justify gambling in clubs by highlighting its positive functions. This 

view is consistent with those of McMillen (1996) who argued that focusing on a so-

called higher purpose of gambling serves to justify gambling. Associating gambling with 

a higher purpose also provides support for Abelson (1959) and Kristiansen and Zanna 

(1994) who argued that people attempt to resolve a dilemma by initially denying any 

negative aspects of an object, and then bolstering the desired object, that is, 

associating it with positive attributes. Alternatively, the researcher developed the items 

used to measure the construct, and, as this construct correlated highly with the climate-

based resources of patron welfare and employee relations, perhaps its measurement 

properties may have contributed to its disappointing predictive ability and minimal 

impact on the empowerment construct. Future research needs to clarify the purpose of 

local community welfare for employees and clarify the relationship between this 

construct and their empowerment and work attitudes. 

Meaningfulness played the expected role in the present study by mediating the 

effects of the climate-based resources of patron welfare and employee relations on 

both the work outcomes of commitment and well-being. Influence mediated the effects 

of employee relations on commitment only. Positive appraisals by employees about 

employee relations facilitated meaningfulness and influence, which, combined, helped 

them feel committed to their club, and promoted their well-being through a reduction of 

emotional exhaustion. Spreitzer, Kizilos and Nason (1997) argued that only through the 
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combined experience of empowerment on all dimensions that each of the 

anticipated outcomes can be achieved. The present study confirms the findings of 

Corsun and Enz (1999) which showed that supportive interactions at work promote the 

empowerment of employees that increases their attachment to the organisation and 

decreases any emotional distress suffered by them.  

Positive assessments by employees about patron welfare also helped them to 

feel empowered in that their work was perceived as meaningful, they were competent 

to perform their duties, with a level of influence over the delivery of quality services. 

These perceptions, in turn, helped them to feel committed to their club and reduced 

emotional exhaustion, the indicator of burnout used in the present research program 

(see Chapter 2). Study 1 suggested that employees who perceive that meeting patron 

needs, and delivering quality services are important organisational goals, found their 

work meaningful, and developed an emotional bond to the club. A number of 

researchers (e.g., Argyris, 1964, 1973; Van Dyne et al., 1994) have maintained that if 

employees perceive that their organisation holds socially desirable workplace values, 

where quality services and participation are promoted, they are likely to find their work 

meaningful and become attached to it. As Study 1 showed, when employees find their 

work with patrons meaningful, they are also likely to be genuine in their relationships 

with them, and, as a result, find their work less stressful. Researchers of emotional 

labour such as Ashforth and Humphrey (1993), Hochschild, (1983) and Grandey (2000) 

have argued that positive expressions, expressed sincerely by employees, indicate low 

emotional dissonance between what is felt and what is expressed, thereby reducing 

stressful symptoms. 

Consistent with Study 1, the availability of supervisor support had a direct path 

to the influence dimension of empowerment. Study 1 found that social support from 

supervisors helped employees to develop control over their duties by providing 

sufficient information (House, 1981), assisting them in problem solving and modifying a 
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situation, and encouraging them to take the initiative in seeking their support 

to resolve concerns. Findings by Parker and Price (1994) and Yoon and Thye (2000) 

showed a positive relationship between supervisor support and employee perceptions 

of control. The influence dimension also mediated the impact of supervisor support on 

the commitment of employees. Positive perceptions of supervisor support promoted 

higher control, which, in turn, led to higher commitment.  

There was also a non-significant but theoretically interpretable trend (p < .9) 

between supervisor support and commitment. As representatives of an organisation 

that considers the welfare of employees, supervisors who provide caring, listening or 

advice, help employees feel valued, and therefore are likely to promote affective 

outcomes such as loyalty. Supervisors therefore, have the ability to influence 

employees’ attitudes and change their behaviour (Larkin & Larkin, 1994). Researchers 

such as Agho, Mueller and Price (1993) and Eisenberger, Fasolo and Davis-La Mastro 

(1990) have argued that social support increases commitment. Elloy, Everett and Flynn 

(1995) also found that when supervisors are considered to be trusting and fair, they 

tend to facilitate a climate that fosters high work involvement and commitment in 

employees.  

Of the gambling related factors internal to the club, the predicted finding was 

the significant negative relationship between staff beliefs about patrons who gamble 

and emotional exhaustion. Findings suggest that those employees who hold beliefs 

about patrons who gamble that place responsibility for gambling behaviours onto the 

patrons, are able to reduce their levels of stress by reducing their emotional arousal 

state in response to a negative situation about gambling. Employees, who believe, for 

example, there are very few patrons with a gambling problem, and attribute the causes 

of problems in gambling to negative characteristics about the patrons (e.g., lack of self-

discipline) are able to regulate their emotions before an emotion is generated, by 

regulating how they perceive a situation. This aspect of emotion regulation was 
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outlined by Gross (1998a; 1998b) and corresponds also with the deep 

acting of emotional labour (Grandey, 2000; Hochschild, 1983; Morris & Feldman, 

1996).  

While employees’ perceptions about community attitudes to gambling did not 

significantly impact on the meaningfulness of their work, or significantly affect their well-

being, this construct had a direct path to the influence dimension of empowerment. 

Similar to staff beliefs about the patrons who gamble, employees’ positive perceptions 

of community opinions about gambling may have helped them maintain positive self-

perceptions by allowing them to perceive they have influence over the gambling 

environment and patrons’ gambling behaviours. As found in Study 1, these positive 

perceptions about community opinions about gambling may have included beliefs that 

most people support gambling, that most people believe that gambling does more good 

than harm and that people believe they have the right to gamble if they wish. Those 

employees who also perceive that most people consider they are responsible for their 

own gambling behaviours may feel they have more influence over the gambling 

environment.  

As expected, employees’ perceptions of the demands that people make on 

clubs, however, had a direct negative impact on both the empowerment dimensions. 

The negative paths to meaningfulness and influence suggest that when employees feel 

confronted with people who are demanding, and who take for granted the services 

provided by clubs, they may find less meaning in their duties, and feel a reduced level 

of influence at work. There was also a direct path from employees’ perceptions of 

people’s demands on clubs to emotional exhaustion. This finding suggests that 

response focused emotion regulation, corresponding with surface acting, may be 

involved (Grandey, 2000; Gross, 1998b; Hochschild, 1983). Employees may provide 

the required ‘face’ and behaviours to manage the demands people make on staff and 

clubs, and perform their duties to the standard required by management (Adelmann, 
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1995). Effort may be required, however, to suppress their true feelings (e.g., 

anger, frustration), that results in stress outcomes. The larger the emotional gap 

between what employees feel and what they express, the more emotional labour is 

required to bridge it (Hochschild, 1983). Ongoing demands by people, and displays of 

lack of appreciation for the services provided by clubs, may also have a cumulative 

effect on the stress and well-being of employees.  

In contrast to the negative impact of employees’ perceptions of the demands 

that people make on clubs and the empowerment dimensions and well-being, there 

was a positive direct path from media sensationalism to the meaningfulness dimension. 

In attempting to explain this positive effect of media sensationalism on the 

meaningfulness dimension, a couple of suggestions are offered. Firstly, it is suggested 

that employees’ perceptions of negative reporting of gambling by the media may cause 

them to polarise their values. Employees, therefore, may draw on their own values, and 

those of their organisation, to bolster their support for gambling. Employees may 

possibly strengthen this support for their club’s services, and sustain meaning in their 

duties by attributing different (lesser) values to groups such as the media that have the 

potential to undermine employees’ self-perceptions and belief system. Polarising 

values may help employees maintain positive self-perceptions, strengthen their own 

belief system, and preserve meaningfulness in their work, rather than focusing on the 

needs and values of the people directly affected by the negative aspects of gambling 

(Eagly & Chaiken, 1993; Kristiansen & Zanna, 1994). Kristiansen and Zanna (1994) 

argued that people, to maintain positive self perceptions when criticised by groups with 

opposing views about an issue, display less open-minded reasoning about the issue, 

and tend to regard their own group’s decisions, values and attitudes as more morally 

competent . 

Alternatively, as media sensationalism was also positively correlated with 

employee relations and patron welfare, it is suggested that the relationship may be in 
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the opposite direction. This means that people who feel supported by their 

organisation, and find their work meaningful, are likely to downplay adverse media 

reports and consider that the media is sensationalising to deal with the dissonance.  

Perhaps the differential effects of people’s demands on clubs and media 

sensationalism on employees’ sense of meaningfulness may be due to a difference 

between these two constructs in terms of closeness to the club. People’s demands on 

clubs suggest there is direct contact with the club, and employees’ responses to these 

demands are more likely to cause negative emotional arousal and impact on their 

empowerment and well-being. It may be easier, and less emotionally arousing for 

employees to bolster their own views about gambling and the club, and hold negative 

views about a group, such as the media, that has very little direct contact with the club. 

Future research is required to examine these issues and, in particular, clarify how 

employees cope with negative reports about the provision of the service delivered in an 

organisation. 

Overall, the present study has provided evidence to support several of the 

proposed links, suggesting that the conceptual model developed in Study 1 was useful 

for examining the salient aspects of the external and internal environments of a club 

that influence staff empowerment, commitment and well-being. The study has also 

provided clarification of the dimensions that contribute to the empowerment of 

employees in a gambling industry. While influence predicted employees’ commitment, 

the study highlighted the contribution of meaningfulness to both the commitment and 

well-being of employees. Findings suggest that a supportive, service-oriented climate 

promotes empowerment, commitment and well-being in employees, and may serve as 

a key resource that helps employees remain empowered when confronted with the 

negative effects of peoples’ demands and criticisms. The beliefs that employees hold 

about patrons who gamble, and the fact that employees attribute the causes of 

problems in gambling onto sources outside themselves, mostly the patrons, serve to 
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reinforce gambling in clubs and reduce employee emotional exhaustion, the 

indicator of impaired well-being in the present research program.  

Conclusion 

Study 1 identified the salient aspects of the internal and external work 

environment that impact on employees working in a gambling industry. The present 

study provided support for the impact of these environmental aspects on the 

empowerment, commitment and well-being of employees. The study clarified the role 

of climate-based resources in a gambling industry by indicating that these resources 

enhance the commitment and well-being of employees by helping them to feel that 

working in a gambling environment is meaningful, and they have control over their 

duties and have the ability to make a difference. The study also confirmed that 

gambling-based aspects of the external and internal environments also impact on the 

empowerment and well-being of employees. Peoples’ demands on clubs, in particular, 

reduced employees’ meaningfulness and sense of influence over their duties and work 

environment, and decreased their well-being. The impact of employees’ beliefs about 

community attitudes to gambling, and patrons who gamble on their empowerment and 

well-being is dependent on employees’ support for gambling. It is likely that the 

organisational resources strengthen employees’ ability to manage the demands and 

conflicting influences of these gambling aspects by enhancing their sense of 

meaningfulness, influence, well-being and overall attachment to the club.  

Chapter 8 presents a discussion of the key findings of the present research 

program and provides overall conclusions. 
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Chapter 8 

CONCLUSIONS 

Considerable research has examined how organisational climate affects the 

attitudes and behaviours of employees. Research has not, however, examined how the 

internal and external environments of an organisation providing a controversial service 

such as gambling affect employees’ empowerment, commitment and well-being. The 

aim of the present research program, therefore, was to identify aspects of the internal 

and external environments of a gambling industry and to examine the impact of these 

environmental factors on the empowerment, commitment and well-being of its 

employees.  

The goals of the present research program were achieved using a two phase, 

exploratory, mixed methods design, combining Qualitative and Quantitative 

approaches to research. The qualitative method in the first phase of the program 

allowed the researcher to collect rich descriptions of the experiences of a small sample 

of staff who worked in Queensland clubs with gambling services. This process helped 

to identify, from employees’ perceptions, the resources and challenges of the external 

and internal work environments of a gambling industry, and to examine the impact of 

these environmental factors on their empowerment, commitment, and well-being. The 

quantitative study of Phase 2 contributed to the research program by testing the model 

developed in Study 1, using a sample of clubs and staff throughout Queensland. 

This chapter firstly provides an overview of the proposed model developed in 

Study 1 and modified in Study 2, and summarises the major findings of these two 

studies. Next, the theoretical and practical implications of the findings are discussed. 

Strengths and limitations of the studies are also acknowledged, and implications for 
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future research presented. The chapter closes with overall conclusions of 

the research program. 

An Overview of Findings 

The conceptual model developed in Study 1, in combination with the literature, 

showed that the key organisational factors of effective employee relations, patron 

welfare, local community welfare, and supervisor support served as climate-based 

resources for employees who worked in the club industry with gambling services. The 

model indicated that these perceived resources influenced the empowerment, 

commitment, and well-being of the employees.  

The proposed model also indicated that gambling-related challenges, identified 

in the external and internal environments of an organisation with gambling services, 

were found to directly influence employees’ perceptions of empowerment and well-

being. The model illustrated that employee perceptions of local community attitudes to 

gambling, and staff beliefs about patrons who gamble, influenced their empowerment 

(meaningfulness, influence, competence), and reduced emotional exhaustion. 

Perceptions of media sensationalism, and people demands on clubs, were thought to 

negatively impact on employee perceptions of empowerment, and increase emotional 

exhaustion.  

Evidence was found In Study 1 for the three dimensions of empowerment, 

meaningfulness, competence, and influence, modified from Spreitzer’s model (1995) by 

Fulford and Enz (1995) for the service industry. The conceptual model developed in 

Study 1 also showed that these dimensions were positively associated with the 

commitment and well-being of the employees.  

Overall, for Study 2, several factors of the internal and external environment of 

a gambling industry were found to influence employees’ perceptions of empowerment, 
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commitment and well-being. Climate-based resources were shown to 

positively relate to the empowerment dimensions of meaningfulness and influence, and 

indirectly impact upon employee commitment and well-being.  

Gambling-related aspects of the internal and external environment of the club 

industry also predicted the perceived empowerment and well-being of employees. A 

relationship, for example, was found between employees’ perceptions of community 

attitudes to gambling and the empowerment dimension of influence. Those employees 

who thought that gambling did more harm than good, and believed that most people 

had negative opinions about gambling, were likely to feel they had little influence over 

the gambling work environment. Alternatively, those employees who believed that the 

community supported gambling felt they had more influence over the gambling 

environment.  

A relationship was found between staff beliefs about patrons who gamble and 

their well-being. The findings suggest that employees who hold beliefs about patrons 

who gamble that are compatible with the organisation’s support for gambling in clubs 

have reduced emotional exhaustion. People demands on clubs, however, mostly due 

to peoples’ perception that clubs make huge and easy profits from patrons who 

gamble, negatively influenced employees’ meaningfulness, influence and well-being.  

In Study 2 meaningfulness and influence were the most powerful contributors to 

the empowerment construct for employees working in a gambling environment. 

Together, these two dimensions of empowerment mediated between the climate-based 

resources and commitment and well-being of employees. Meaningfulness mediated the 

relationship between employee and patron welfare and both of the work outcomes. The 

meaningfulness dimension of the empowerment construct has, to date, been 

predominantly linked with affective outcomes, such as job satisfaction and 

organisational commitment (Fulford & Enz, 1995; Spreitzer, 1995; Spreitzer et al., 
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1997; Thomas & Velthouse, 1990). The present research program showed 

that it also related to burnout, as the indicator or impaired well-being. 

The influence dimension of empowerment mediated the relationship between 

employee relations and supervisor support, and organisational commitment. Kraimer, 

Seibert and Liden (1999) found that self determination and impact, the dimensions of 

Spreitzer’s (1995) empowerment construct associated with employees’ control at work, 

influenced commitment. Similarly, Parker and Price (1994) found that employees who 

have control over their work duties tend to feel more attached to their organisation, 

thereby performing in accordance with supervisory and organisational preferences.  

Competence, however, was not predicted by any of the climate-based 

resources or gambling-related challenges, nor did it predict commitment or well-being. 

Spreitzer, Kizilos and Nason (1997) found that the competence dimension of 

empowerment tends to be associated with behavioural outcomes such as higher levels 

of effectiveness, and lower levels of strain. Studies (e.g., Fulford & Enz, 1995; Thomas 

& Velthouse, 1990) have shown, however, that competence tends to be associated 

with few outcomes, and it may not have the same predictive ability as the critical 

elements of meaningfulness and influence. As Fulford and Enz (1995) argued, 

competence, may, in fact, have acted as a necessary, but not sufficient element of the 

empowerment construct, especially in relation to a service industry where the tasks of 

service delivery tend to be relatively routine and repetitive.  

Figure 8.1 presents the conceptual model showing the confirmed relationships 

between both the climate-based resources and gambling-related challenges and 

employee empowerment, commitment, and well-being. 
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Figure 8.1: A Model Showing Influences on Employee Empowerment, Commitment, and Well-being in a Gambling Industry 
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Summary of Findings of Study 1 and Study 2 

Internal and External Influences  

Climate-based resources  

Employee Relations 

Study 1 indicated that it was a particularly important part of the organisational 

climate that managers gain the support of staff by addressing their needs to feel valued 

and respected. Schneider, Brief and Guzzo (1996) and Shea (1996) argued that 

management needs to give emphasis to employee well-being, and maintained that the 

basis of every customer driven organisation is the employees, who need to feel 

respected, valued, and appreciated by their organisation.  

Study 1 showed that organisational consideration for the needs of employees to 

feel valued and respected, expressed through management encouragement of 

respectful and harmonious relationships between all staff members, helped promote 

their empowerment, commitment, and well-being, and helped them to feel a part of the 

club. Eisenberger, Fasolo and Davis-LaMastro (1990) claimed that an organisation that 

is supportive, respectful, and trusting of employees, is more likely to facilitate the 

experience of empowerment in workers. Harris and Mossholder (1996) found that 

organisational climates characterised as supportive and people focused are frequently 

associated with a variety of positive affective outcomes for employees. Vallen (1993), 

for example, provided evidence of the link between organisational climate and the 

burnout of staff. Baruch-Feldman, Brondolo, Ben-Dayan and Schwartz (2002) found 

that social support relates negatively to emotional exhaustion. 

Study 1, also, showed that when managers encourage open and free 

communication, and include employees in decision making, employees develop a 

sense of empowerment and improved sense of well-being, as well as develop an 

emotional bond to the club. Schneider, Gunnarson and Niles-Jolly (1994) claimed that 

promoting employee attachment provides “a sense of community” which employees 



 269

  

value (p. 23). Grandey (2000) and Bailey, Wolfe and Wolfe (1996) 

suggested that when people are confronted with a difficult situation, disclosing the 

emotional events by talking to others, helped reduce their emotional labour.  

In relation to employee relations, Study 2 mostly confirmed the results of 

Study 1 by finding significant paths from employee relations to the empowerment 

dimensions of meaning and influence. The impact of employee relations on the 

commitment, and, in particular, the well-being of employees, was also mediated by the 

meaning dimension. These findings suggest that, in a controversial industry such as 

gambling, which creates strong conflicting responses from the community, and where 

certain groups consider it inappropriate and unacceptable (Eadington, 1996), 

employees feel more emotionally attached to their organisation and suffer less strain 

when they find their work meaningful. Pines (1993) argued that people can flourish in 

stressful and demanding jobs when they feel their work is meaningful. Lack of 

meaning, however, exacerbates withdrawal and detachment, leading to emotional 

exhaustion. Meaningfulness is, also, associated with a close fit between the 

requirements of a work role and the personal beliefs, values and behaviours of 

employees (Spreitzer, 1996). There may, therefore, be less strain involved for those 

employees whose values and beliefs are compatible with those of the club industry.  

Unlike the meaningfulness dimension, influence failed to predict reduced 

emotional exhaustion in Study 2, even though studies have tended to show an inverse 

relationship between control and strain. Researchers such as Froiland (1993) and 

Savery and Luks (2001), for example, found control predicted reduced burnout 

symptoms, especially when accompanied by high levels of support (Brown & O'Brien, 

1998). As influence (a sense of control and making a difference) was associated with 

positive well-being in Study 1, it is suggested that this dimension may be more closely 

aligned with positive well-being than reducing emotional exhaustion.  
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Influence, however, played a stronger role in mediating the effects of 

employee relations on commitment than the meaningfulness dimension. This finding 

suggests that employees feel more committed and emotionally connected to their 

organisation when they perceive themselves to have influence over their duties and the 

gambling environment. Fulford and Enz (1995) alleged that in service industries, when 

employees lack control of the degree to which employees can control both their own 

jobs, as well as the customer’s experience of service, affective outcomes, like their 

loyalty to the organisation, decline.  

Patron Welfare 

Study 1 found that employee perceptions that the club organisation supported 

the well-being of patrons, by meeting their needs for quality and varied services, and 

creating a sense of belonging through the encouragement of harmonious relationships, 

was empowering for employees. In particular, this focus on the welfare of patrons, and 

satisfying their needs, helped employees to feel competent, that they have influence, 

and their work was meaningful. In service organisations, the nature of the relationships, 

not only between staff, but also between staff and customers, can provide staff with a 

measure of continuity, direction, control, and sense of community of service 

(Schmalensee & Gust, 1995).  

In Study 1, organisational emphasis on the delivery of quality service and 

meeting the needs of patrons also promoted employees’ emotional attachment to the 

club. Organisational climates that are customer oriented and emphasise quality service 

delivery are associated with affective work outcomes for employees (Wiley & Brooks, 

2000). Martin, Jones and Callan (2003) emphasised how a focus on the non-employee 

stakeholder dimension of climate promoted employee work attitudes, and, in particular 

helped them manage organisational change. A number of researchers (e.g., Argyris, 

1964; Van Dyne et al., 1994) have agreed that if employees perceive that their 

organisation holds socially desirable workplace goals, targeted at the provision of 
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quality services, and meeting the needs of patrons, for example, they are 

more likely to become attached to it.  

Study 2 found that patron welfare positively influenced meaningfulness. The 

impact of patron welfare on both the commitment and well-being of employees was 

also mediated by the meaningfulness dimension. Patron welfare did not predict 

influence or competence. However, when these findings are combined with those of 

employee relations, it can be suggested that when employees work in an environment 

where management cultivates the welfare of employees, they develop a perception of 

influence, and feel their needs to feel valued and respected by their organisation are 

being met. They are then in a more positive position, therefore, to focus on satisfying 

the needs of patrons, to be genuine in their relationships with them, to find their work 

with patrons meaningful, and, as a result, suffer less strain. Researchers of emotional 

labour such as Ashforth and Humphrey (1993), Hochschild, (1983) and Grandey (2000) 

have argued that positive expressions, expressed sincerely by employees, indicate low 

emotional dissonance between what is felt, and what is expressed, thereby reducing 

stressful symptoms. 

Local Community Welfare 

Study 1 showed that staff perceptions of club support to the local community 

contributed to their sense of empowerment, commitment and well-being. Considering 

the needs of the local community for financial and non-financial assistance helped the 

staff to feel their work was meaningful, in that the club industry benefits the community. 

Researchers such as Van Dyne, Graham and Dienesch (1994) have maintained that 

employees’ sense of responsibility is increased when they find their work meaningful, 

and leads to attachment to the organisation, and increased proactive behaviour, such 

as citizenship behaviour. This behaviour has been shown to relate positively to 

affective commitment (Organ & Ryan, 1995).  
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In Study 2, local community welfare failed to predict the 

empowerment dimensions and work outcomes. As discussed in Chapter 7, the lack of 

predictive ability of this construct was surprising in that club support to the local 

community was an important issue in the interviews and seemed to contribute to 

employees’ empowerment.  

The majority of interviewees in Study 1, however, also supported gambling in 

clubs by elaborating upon the important role clubs play in providing support to local 

community and sporting organisations as a result of gambling revenue. As Study 2 

found no relationship between local community welfare and empowerment and work 

attitudes, it is suggested that the employees’ emphasis on club support for the local 

community in the interviews serves mostly to help them promote gambling in clubs by 

highlighting its positive functions. This view is consistent with that of McMillen (1996) 

who argued that focusing on a so-called higher purpose of gambling serves to justify 

gambling. Associating gambling with a higher purpose also provides support for 

Abelson (1959) and Kristiansen and Zanna (1994) who argued that people attempt to 

resolve a dilemma by initially denying any negative aspects of an object, and then 

bolstering the desired object, that is, associating it with positive attributes. Alternatively, 

the researcher developed the items used to measure the construct, and, as this 

construct correlated quite highly with the climate-based resources of patron welfare 

(.58) and employee relations (.48), perhaps its measurement properties may have 

contributed to its disappointing predictive ability, and minimal impact on the 

empowerment dimensions. 

Supervisor Support 

In Study 1, the provision of caring, listening, or advice by managers and 

supervisors, highlighting the importance of emotional support, helped employees to feel 

respected, promoted meaningfulness and affective outcomes such as loyalty, and well-

being. Corsun and Enz (1999) found that supportive interactions that show a 
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consideration for employee needs promote a sense of meaningfulness, and 

decrease any emotional distress suffered by them. Researchers such as Agho, Mueller 

and Price (1993) and Eisenberger, Fasolo and Davis-La Mastro (1990) have argued 

that social support increases commitment. Study 1 also showed that supervisors who 

helped employees to problem solve and provided adequate information helped them to 

develop the confidence, competence and control to modify a situation when necessary. 

This type of support is similar to instrumental aid that House (1981) maintained serves 

to develop competence in employees, enhance their appraisal of situational control, 

and reduce stressful symptoms such as anxiety (Corsun & Enz, 1999; Thoits, 1986). 

Research findings show a positive relationship between supervisor support and 

employee control (e.g., Yoon & Thye, 2000). 

Study 2 found a significant path from supervisor support to the empowerment 

dimension of influence, which, also, mediated the impact of supervisor support on the 

commitment of employees. The findings support the literature (e.g., Gomez & Rosen, 

2001) in that the supervisors in the club industry who are supportive, and encourage 

employees to take the initiative, helped them to develop perceptions of influence, 

which, in turn, helped them to feel committed and emotionally connected to their 

organisation (Parker & Price, 1994). 

Although research has shown that supervisor support decreases the level of 

distress suffered by employees (Terry et al., 1996), this did not occur in Study 2. 

Perhaps this is because most of the employees interviewed in Study 1 said they were 

selective about their source of support, depending on the type of concern, and several 

interviewees commented that while their supervisors were very supportive, they chose 

to discuss a number of their concerns with peers. Additionally, the supervisors who 

were interviewed said they discouraged staff from discussing concerns about gambling 

with them by reminding them that the revenue from gambling was essential for the 

functioning of the club. The present findings suggest that while support is available for 
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several aspects of their duties, this is not the case for some stressors, such 

as the gambing-related aspects.  

Gambling-related Challenges External to the Club Industry 

Study 1 indicated that while most interviewees thought that people in the 

community support gambling, they also thought that people have negative opinions 

about gambling. These negative opinions, as well as the social costs of gambling, were 

believed to be sensationalised by the media, who also influenced community opinions 

by presenting only the views of groups opposed to gambling. All interviewees had a 

very low opinion of the media. Because of the perceived media focus on the negative 

aspects of gambling, and the fact that revenue from clubs comes from gambling, the 

interviewees also said that many people were demanding and non-appreciative of 

clubs, and were generally unaware how clubs support the local community.  

Relationships were found between the gambling-related factors external to a 

club organisation, and employee empowerment. The interviews suggested that these 

external factors, focused on contradictory and negative views about gambling in clubs, 

might affect the meaningfulness of the duties of employees, by highlighting the 

concerns and costs associated with patrons who gamble. The interviews also 

suggested that community and media reminders of these concerns may also affect 

employees’ perceptions of influence of the gambling environment, reduce their 

perception of competence in handling gambling situations, and, overall, reduce their 

experience of empowerment. Spreitzer, Kizilos and Nason (1997) maintained that if the 

work activities or events conflict with the value system of employees, they are unable to 

feel empowered.  

The findings of Study 1 additionally suggested that community and media 

attitudes to gambling affected the well-being of employees. Some employees said that 

negative community attitudes about gambling, and the lack of media integrity caused 

them to feel stressed, and reduced their sense of well-being. Many interviewees spoke 
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of their emotional and physical health concerns as a result of the pressures 

of working in a gambling environment. Perhaps being confronted with the 

contradictions and the negative aspects of gambling from the community and media, as 

well as people’s demands on clubs and staff increased emotional labour, thus reducing 

the well-being of employees (Grandey, 2000). Employees working in a service industry 

are also required to control their emotions, and display appropriate expressions, 

according to the expectations of the organisation for customer service, no matter how 

demanding people are towards staff. Emotional labour to manage the emotions 

requires effort, and can be stressful, especially when emotional conflict exists between 

what employees feel and what they express to the patrons (Grandey, 2000; 

Hochschild, 1983; Morris & Feldman, 1996). 

Study 2 found that community attitudes to gambling affected employees’ 

perception of influence. Employees who perceived that most people in the local 

community support gambling, and believe they have the right to gamble if they wish, 

reported higher levels of influence in their work. Alternatively, those employees who 

considered that the community believes gambling is a concern and does more harm 

than good, were likely to feel they have little influence over patrons who gamble and 

the gambling environment. 

Additionally, Study 2 found that the employees who perceived that most people 

are demanding, and take club services for granted because they believe the club 

industry makes huge profits from gambling, had reduced meaningfulness, a reduced 

perception of influence over the gambling environment, and, in particular, reduced well-

being. These findings suggest that it is not perceptions of community attitudes to 

gambling that significantly affect employees’ empowerment and well-being, but the 

perception that people are demanding and lack appreciation for club assistance as a 

result of their attitudes to gambling.  



 276

  

Only one positive path from media sensationalism to 

meaningfulness was found in Study 2. In Chapter 7, it was suggested that employees’ 

perceptions of negative reporting of gambling by the media may cause them to polarise 

their values. Employees, therefore, may draw on their own values, and those of their 

organisation, to bolster their support for gambling. Employees may possibly strengthen 

this support for their club’s services, and sustain meaning in their duties by attributing 

different (lesser) values to groups such as the media that have the potential to 

undermine employees’ self-perceptions and belief system. Polarising values may help 

employees maintain positive self-perceptions, strengthen their own belief system, and 

preserve meaningfulness in their work, rather than focusing on the needs and values of 

the people directly affected by the negative aspects of gambling (Eagly & Chaiken, 

1993; Kristiansen & Zanna, 1994). Kristiansen and Zanna (1994) argued that people, to 

maintain positive self perceptions when criticised by groups with opposing views about 

an issue, display less open-minded reasoning about the issue, and tend to regard their 

own group’s decisions, values and attitudes as more morally competent. Alternatively, 

it was also suggested that as media sensationalism was also positively correlated with 

employee relations and patron welfare, the relationship between media sensationalism 

and meaningfulness may be in the opposite direction. This means that people who feel 

supported by their organisation, and find their work meaningful, are likely to downplay 

adverse media reports and consider that the media is sensationalising to deal with the 

dissonance. Further research, however, is required to explore these explanations. 

Additionally, perhaps the differential effects of people’s demands on clubs and 

media sensationalism on employees’ sense of meaningfulness may be due to a 

difference between these two constructs in terms of proximity to the club. People’s 

demands on clubs suggest there is direct contact with the club, and employees’ 

responses to these demands are more likely to cause negative emotional arousal and 

impact on their empowerment and well-being. It may be easier, and less emotionally 

arousing for employees to bolster their own views about gambling and the club, and 
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hold negative views about a group, such as the media, that has very little 

direct contact with the club. Again, further research needs to examine this possibility. 

Gambling-related Challenges Internal to the Club Industry 

Study 1 showed that embedded within the culture of the club is the belief that 

the club industry provides services that are considered to be leisure pursuits that 

benefit the community. This belief is reinforced historically through the original social 

contribution of clubs to the community. The club industry was established on a non-

profit basis to provide people the opportunity to congregate, socialise, and pursue 

common interests (Clubs Queensland, personal correspondence, 10 May, 2002).  

Beliefs held by employees that provide support for gambling in clubs may, 

therefore, be due to a close person-culture congruence, necessary for them to regard 

their own club’s decisions, values and attitudes as morally competent (Vandenberghe, 

1999; Walsh et al., 2000), and, also, necessary to find meaning in their work (Spreitzer, 

1996). Eisenberger et al (1990) maintained that when employees feel attached to their 

organisation, as was found in the present research program, they tend to create 

evaluations that favour the organisation’s actions and characteristics, through an 

increased internalisation of the organisation’s values and norms.  

Study 1 found, therefore, that employees tended to minimise problems 

associated with gambling by holding contradictory beliefs about problem gambling in 

clubs. While maintaining, for example, that problem gambling was a concern, 

employees also believed there were very few ‘problem gamblers’ in clubs. Employees 

maintained, however, that it was extremely difficult, if not impossible, to identify a 

patron with a problem in gambling. Employees considered that many patrons who 

spend large amounts of time or money on the poker machines was acceptable for a 

variety of reasons. Firstly, it was mostly assumed that gamblers have the financial 

means to play. Employees also thought people played for enjoyment, the social 

interaction, and to avoid loneliness, especially the elderly. While attributing the cause of 
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problems in gambling to negative characteristics internal to the gambler, 

such as a lack of self-discipline, or an addictive personality, employees also expected 

patrons to be responsible for their own gambling habits. 

The findings of Study 1 thus suggested that employees who held beliefs that 

supported gambling in clubs, and believed that patrons should be responsible for their 

own gambling behaviour, would report higher levels of meaningfulness, an increased 

sense of competence and influence over patrons and the gambling environment, and 

reduced emotional exhaustion.  

Study 2 found that while staff beliefs about patrons who gamble did not 

significantly promote their perceptions of empowerment, the beliefs did affect their well-

being. Those employees who held beliefs about patrons who gamble that were 

compatible with the organisation’s support for gambling in clubs, for example, had 

reduced emotional exhaustion. Employees who held beliefs about gambling that were 

compatible with those of the organisation minimised their negative emotional arousal 

state in response to situations about patrons who gamble. Less emotional labour may, 

therefore, be expended in response to situations about patrons who gamble (Gross, 

1998a, 1998b). Perhaps the fact that employees also believed that gambling activities 

may contribute to problem gambling prevented their beliefs about patrons who gamble 

from positively influencing their perceptions of empowerment.  

Implications for Theory  

The present research program gave recognition to the powerful influence of the 

work environment on the empowerment and work outcomes of employees. The 

findings have a number of theoretical implications. Firstly, they demonstrated a need 

for research to identify the unique factors specific to the function of a service 

organisation that predict employee perceptions of empowerment, work attitudes and 

well-being. The findings suggest that empowerment is a set of dimensions shaped, in 

part, by the particular environmental factors of an organisation. The present research 
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program, therefore, demonstrated the need for studies to examine not only 

the aspects of an organisation that facilitate empowerment, such as climate-based 

resources, but, additionally, to identify those factors of the organisation that may have 

the potential to negatively impact on empowerment.  

Additionally, the present research program identified a need for studies to 

identify the dimensions of empowerment that uniquely contribute to employee 

empowerment and impact on work outcomes in an organisation. Findings suggest that 

in a gambling industry, employee perceptions of meaningfulness and influence are 

important contributors to their empowerment that influence their commitment and well-

being. Although competence played a very small role in the present research program, 

it may contribute more to empowerment, and predict work outcomes in an organisation 

where greater skill is required to perform the required duties. Alternatively, perceptions 

of competence may also play a key predictive and mediating role between 

organisational factors and work outcomes in any organisation that is undergoing 

change, and where new skills and behaviours are required by employees to perform 

their duties. A number of researchers (e.g., Judge, Thoresen, Pucik, & Welbourne, 

1999; Martin, 2001) have found a similar constuct, self-efficacy (Spreitzer, 1995), was 

an important variable in predicting employee adjustment during organisational change. 

Martin (2001) also found that self efficacy served as a mediator where positive 

perceptions of organisational coping resources, such as employee relations and 

supervisor support, promoted higher change self-efficacy, which, in turn, led to higher 

employee job satisfaction and well-being. 

Implications for Policy and Practice   

Study 1 found that a number of managers in the club industry were aware that 

the work attitudes and well-being of employees who deliver services heavily influence 

customers’ perceptions of quality service. Thus, a management emphasis on ensuring 

that the work attitudes and well-being of employees are conducive to the delivery of 
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high quality service is, therefore, vital to the effectiveness of the 

organisation (Chebat & Kollias, 2000). Schneider, Brief and Guzzo (1996) have 

emphasised the importance of the well-being of service industry employees, because 

of the vital role they play in service delivery and the influence their attitudes have on 

organisational outcomes, such as customer satisfaction and retention.  

The model developed and tested in the present research program has 

implications for managers by providing evidence that factors, internal and external to a 

service organisation, influence employee perceptions of empowerment, commitment 

and well-being. The findings inform managers that both climate-related resources and 

challenges, specific to the type of service delivered (gambling-related factors), facilitate 

or reduce employees’ sense of empowerment, commitment, and well-being. 

Perceptions that people are demanding and non-appreciative of what clubs do for the 

community, for example, reduced perceptions of empowerment, and negatively 

affected their well-being. Many interviewees spoke of their emotional and physical 

health concerns as a result of the pressures and demands on them as a result of 

working in a gambling environment. These concerns suggest that staff need training in 

stress management techniques, and may benefit from learning strategies to help them 

to cope with the criticisms and demands of people. Providing access to individual and 

group counselling sessions would also be beneficial. 

Additionally, the negative effects of the gambling-related challenges inform 

managers of possible expensive organisational outcomes. Sparrowe (1994), for 

example, found a relationship between empowerment and turnover intentions. Several 

other researchers (e.g., Lum, Kervin, Clark, Reid, & Sirola, 1998) have found that 

commitment is an important predictor of absenteeism and turnover intentions. Burnout 

of employees impacts negatively on turnover intentions (Kickul & Posig, 2001), 

turnover (Lee & Ashforth, 1996; Sparrowe, 1994), absenteeism (Firth & Britton, 1989) 



 281

  

and the quality and quantity of job performance (Kickul & Posig, 2001; 

Maslach & Jackson, 1985). 

The present program of research has implications for managers in relation to 

the impact of organisational influences on employee empowerment. Empowerment 

was defined as a multi-dimensional motivational state within employees shaped by 

their internal processing and active perceptions of their work environment. As 

employees, therefore, choose to be empowered (Spreitzer, 1996), the outcomes of 

organisational influences, rather than having direct effects on employees, are mediated 

by employees’ motivation and psychological processes (Sparrowe, 1994). 

Empowerment is, thus, a mind-set that as the present studies showed, influences 

employee work outcomes.  

Management strategies that have used empowerment practices to 

predominantly increase organisational productivity, however, have assumed that 

employees are passive recipients, and tended to neglect their psychological needs 

(Quinn & Spreitzer, 1997). Such empowerment practices, mostly emphasising task, 

and giving little attention to the relational and affective aspects of empowerment have 

been disempowering for employees, with detrimental effects on their commitment and 

well-being (Sparrowe, 1994). Harley (1999) found that new forms of so called 

‘empowering’ organisational practices such as TQM that are intended to return control 

to employees, failed to do so. Quinn and Spreitzer (1997) argued that such 

management practices totally miss the point in that most managers assume 

empowerment is something managers do to their employees.  

The findings of the present research program indicate, that for managers to 

facilitate employee empowerment, they should give priority to developing aspects of 

the organisational climate that serve as resources to assist employees to feel 

energised. Energising occurs because employees actively perceive their environments, 

and are influenced by their perceptions of reality. Quinn and Spreitzer (1997) 
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maintained that people empower themselves, and organisational 

characteristics can increase the likelihood of this happening. 

Meaningfulness in the present studies predicted both the commitment and well-

being of employees, and mediated between organisational resources and both these 

work outcomes. Although considered “the “engine” of empowerment” (Spreitzer et al., 

1997, p. 681), and thought to be the energising dimension of empowerment, many 

managers attempting to empower their employees have neglected implementing 

strategies to promote meaningfulness. Fulford and Enz (1995) claimed that 

meaningfulness is the most critical dimension of empowerment when explaining 

affective outcomes.  

Implementing management strategies that promote an organisational climate 

that is supportive, respectful and trusting of employees helps employees to feel valued 

and appreciated and to develop meaning in their work. Present findings showed that a 

climate for employee welfare, facilitated by supportive managers and supervisors who 

encourage respectful and harmonious relationships between all staff members, and 

who promote open and free communication, was empowering for employees, promoted 

their well-being, and helped them to feel personally connected to the organisation. 

Schneider and Bowen (1993) claimed that in service industries, employees need to feel 

that their own needs have been met within their organisation before they can become 

enthusiastic about meeting the needs of the customer. Spreitzer (1996, p. 487) argued 

that a participative climate facilitates the experience of empowerment by recognising 

“the critical value of human capital to the success of an organization.” Ashcraft and 

Kedrowicz (2002), maintained that social support has the capacity to elicit emotionally 

charged empowerment, and increase commitment (Agho et al., 1993). 

 The findings of the present research program also inform managers that 

organisational emphasis on quality service and meeting the needs of patrons 

contributed to the empowerment of employees and promoted their emotional 
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attachment to the club. A focus on meeting patron needs for quality 

services, and creating a sense of belonging through the encouragement of harmonious 

relationships, not only between staff, but also between staff and patrons, helped 

employees to feel their work was meaningful and promoted their well-being and 

commitment. 

Environments across organisations, however, may contain differentially 

important challenges and resources specific to an organisation. It is suggested, 

therefore, that diagnostic processes need to be performed in an organisation to identify 

the key aspects that may facilitate or reduce employees’ empowerment, commitment, 

and well-being. As the present research program showed, not all aspects of an 

organisation equally influence the attitudes of employees, and qualitative methods are 

useful in determining the salient aspects of the organisation that influence employees’ 

attitudes and well-being. Bartunek & Seo (2002) argued that qualitative approaches are 

often necessary for exploring the local meanings of a phenomena, and help provide 

understanding of the underlying dynamics associated with variables. 

Strengths, Limitations, and Suggestions  

The overall goals of the present research program were to identify, from the 

employees’ perception, the salient aspects of the internal and external environments of 

a gambling industry, and examine the impact of these environmental aspects on their 

empowerment, commitment, and well-being. One of the major strengths of the present 

research program was the use of a mixed methods design to achieve these goals. 

Selection of the methods for Study 1 was based on the fact that there was no 

known previous research focusing on staff working in a gambling industry, and none in 

the Queensland Club Industry. This lack of knowledge required an exploratory and 

theory generating study based on staff members’ perceptions. Using a qualitative 

method in the first phase of the program thus strengthened the research program by 

allowing the researcher to collect rich, authentic descriptions of the experiences of a 
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small sample of staff. This process helped to identify the salient factors of 

the external and internal work environments of employees working in a gambling 

industry, and to examine how these factors related to their empowerment, commitment 

and well-being.  

Combining phenomenology and grounded theory as the methods of data 

analysis also strengthened Study 1 by adding breadth and depth to the investigation, 

thus improving validation, and allowing the capture of a more complete portrayal of the 

experiences of the staff members of clubs. The study was also strengthened in that the 

combining of the two methods of data analysis allowed the creation of a theory that 

was grounded in the staff members’ lived experiences. Phenomenology focused on 

staff members’ descriptions of their lived experience of working in the gambling 

environment of a club. Implementing the method of grounded theory provided an etic 

orientation capable of highlighting interactions and social relationships (see Chapter 5).  

The quantitative study of phase 2 strengthened the research program by testing 

the conceptual model developed in Study 1. A quantitative approach to Study 2 also 

allowed the implementation of measures to ensure confidentiality and anonymity for 

both the clubs and the staff, and provided the opportunity for staff to voluntarily choose 

to participate, and to do so in privacy. The club industry over the last several years has 

received considerable negative media coverage in relation to poker machines and 

many managers of clubs were wary of any situation that had the potential to draw 

further negative attention to clubs collectively or individually.  

It is important to note that while causality may be inferred among the constructs 

in the proposed model, cross sectional surveys that use path analytic techniques 

cannot establish proof of causality. A limitation of the present research program, 

therefore, is that the analyses in Study 2 are based on cross-sectional data. The 

possible presence of common method variance is also a concern with such designs. 

Harman’s single factor test (Harris & Mossholder, 1996), however, was used to 
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address this concern. If method variance is largely responsible for the co-

variation among the measures, a single factor should fit the data well. The structural 

relations between the variables of the conceptual model tested in Study 2 failed to 

demonstrate support for a one-factor solution, thus giving more confidence to the 

results.  

Longitudinal research, however, is needed to assess issues of causality 

(Spreitzer, 1995). The causality of relationships might be addressed in future research 

that assesses change in perceptions of empowerment before and following some kind 

of organisational intervention in order to explain the degree to which organisational 

changes produce motivational changes in employees (Spreitzer, 1996). Alternatively, 

future research could assess employees’ perceptions of empowerment at one time, 

and then test strain and work attitudes, such as job satisfaction or commitment at a 

later time (Spreitzer et al., 1997). 

Another possible limitation is the representativeness of the sample for Study 2. 

In fact, both phases of the present research program required the full co-operation of 

club managers throughout Queensland. At the time when interviews were being 

conducted, and surveys distributed to clubs, many club managers were concerned 

about the negative impact on the image of the club industry as a result of the criticism 

of gambling from segments of the community, the media, and government. Further, as 

no academic research had focused on the attitudes of employees in relation to their 

work in a gambling environment in the Queensland club industry before, some 

managers may have been concerned that the project was an intrusion, or would lead to 

further negative media focus on the club industry. 

Any concerns about the representativeness of the sample, especially for 

Study 2 of the program were reduced, however, by the support of members of Clubs 

Queensland. In particular, the CEO and IRM lobbied for the project, provided a letter of 

support with the mail questionnaires, and encouraged club managers to co-operate. 
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The research and policy officer also reassured club managers who rang to 

inquire about the questionnaire, that the project was in the best interests of clubs, that 

Clubs Queensland supported the project, and that the information provided was 

confidential and for academic purposes only. For Study 1 they provided a 

comprehensive list of managers who met the researcher’s criteria, and allowed the 

researcher to make the selection. Because confidentiality and anonymity were assured, 

and rapport was built with the researcher, all staff members who were interviewed 

described their work experiences in an open way, and willingly discussed both the 

negative and positive issues related to working in the club industry. Further, the 

researcher continued interviewing until saturation point was reached, and no new 

material emerged. 

For Study 2, the response rate of 33% was of some concern, even though 

several strategies were implemented to maximise it (see Chapter 5). Because of 

financial restraints, however, only one complete mail out of the questionnaire was 

possible. Even though follow up letters and reminders were sent to managers, the 

response rate may have been improved with a second distribution of the 

questionnaires. The researcher also needed to rely on the managers to distribute the 

booklets to the required staff members. There may have been a tendency for 

managers to selectively distribute the booklets to those staff members who were likely 

to respond in a way that would enhance their club’s image. Alternatively, for a number 

of reasons, such as managers being busy, disinterested, or concerned about the 

opinions of their employees, the lack of managerial co-operation may have prevented 

some employees from participating.  

The relatively low response rate for Study 2 may thus limit the generalisability of 

the results. Nevertheless, ecological validity of the research program was strengthened 

by the mixed methods approach, where Study 2 tested the conceptual model 

developed in Study 1. As suggested by Bryman (1988), the results of the quantitative 
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study were compared with, supported, and meaningfully enriched by the 

findings of qualitative study. 

Using a much larger sample than that used in the present research, future 

studies could replicate the present research program using Multi-level Modeling (see 

Rowe, 2000) to ascertain the role of organisational level differences. Bacharach and 

Bamberger (1992) found differential responses to stressful events at work as a function 

of the type of position that employees held with the organisation. The interviews of the 

present research program also implied that employees in different organisational 

positions, managers, and bar and gaming employees, might respond differently to a 

number of factors of the organisation, in particular, the external environmental factors. 

For instance, general managers may be concerned about the image of the club in the 

community, and feel more responsibility to the local community than other members of 

the organisation. General managers may, also, believe that clubs support the local 

community, that the community supports gambling, and consider that the media 

sensationalise gambling problems more than other club employees. Additionally, 

employees, including the supervisors, who spend more time in close proximity to 

gamblers may be more negatively affected by patron gambling behaviours than some 

general managers who may feel that they have more control over the demands of 

patrons.  

As the present research project focused on factors in the internal and external 

environments of an organisation, future research could examine the mediating role of 

individual dispositional characteristics between organisational factors and employees’ 

perceptions of empowerment. While acknowledging the powerful influence of the work 

environment on the empowerment of employees, the psychological model of 

empowerment also assumes that interpretations that employees make about their work 

environments are shaped by dispositional characteristics (Thomas & Velthouse, 1990). 

This means that the personal method that employees use to evaluate or attribute 
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events, provides additional interpretive information about a situation, and 

contributes to their unique sense of empowerment or disempowerment. Although 

Spreitzer (1995) found that self-esteem was significantly related to empowerment, 

research is lacking that examines how dispositional characteristics affect the way 

employees interpret their work environment and influence their perceptions of 

empowerment. 

Results of the present research program could be confirmed using different 

samples. Future research could, for example, compare the unique factors that impact 

on employee empowerment and work outcomes in the not-for-profit club industry with 

other entrepreneurial based gambling industries, such as the hotels or casinos. 

Embedded in the culture of the club industry is the belief that clubs provide leisure 

services that benefit its members and, additionally, provide support for may charitable 

community groups. Clubs, also, provide a person-focused, family-type environment 

where community members can congregate in the pursuit of common sporting and 

community interests. Employees working in hotels, often on a casual basis, may have 

less opportunity to build relationships with other staff members and the patrons. Casino 

employees are under constant video surveillance, and, for security reasons, are 

prevented from building relationships with the patrons. 

Researchers (Ashcraft & Kedrowicz, 2002; Chebat & Kollias, 2000; Fulford & 

Enz, 1995; Savery & Luks, 2001) have advocated that perceived employee 

empowerment has positive affective, behavioural, and organisational work outcomes. 

The present research program demonstrated the impact of empowerment on 

commitment and burnout as an indicator of impaired well-being. Nevertheless, 

researchers such as Winter, Sarros, & Tanewski, (1997) have argued that further 

empirical evidence of the effects of empowerment on work outcomes, such as 

citizenship behaviour (Spreitzer et al., 1997), or creativity (Thomas & Velthouse, 1990) 

is required. An important direction for future research that may also address the 
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common method variance problem arising from using single source data, is 

to use an additional source of data that does not rely on employee self-report 

measures. The effects of empowerment on an organisational outcome, for example, 

such as patron satisfaction, could be included (Bowen & Lawler, 1992).  

Conclusion 

The theory generating approach of the present research program demonstrated 

that aspects of both the external and internal environment of an organisation delivering 

a gambling service impact on the perceived empowerment, commitment, and well-

being of employees. The substantive theory and conceptual model developed in the 

research program were grounded in the experiences of employees working in a 

Queensland club delivering a gambling service. The theory and model illustrate the 

relationships between the environmental factors, grouped as climate-based resources 

and gambling-related challenges, and the empowerment dimensions, the commitment 

and the well-being of employees. 

The gambling-related challenges, both internal and external to the organisation 

that were identified had differing effects on the empowerment and well-being of the 

employees. The findings inform managers that employee perceptions that people are 

demanding of clubs and ungrateful for what clubs do for the community, negatively 

influence their empowerment. Managers need to be also aware that in managing their 

emotions in relation to people’s demands, employees expend emotional labour that 

directly reduces their well-being.  

The effect of community attitudes to gambling, and staff beliefs about patrons 

who gamble on employees’ empowerment and well-being tended to depend on 

employees’ support for gambling. Negative beliefs about gambling and problems 

related to gambling tended to reduce employees’ sense of control over their duties, and 

reduced their well-being. These findings suggest that managers need to promote 

person-culture congruence. By holding beliefs about gambling that are compatible with 
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those of the organisation, employees retain a sense of control over their 

duties in a gambling environment. Employees also reduce emotional labour by 

regarding their own group’s decisions, values and attitudes as morally competent. 

A number of resources were also identified from the organisational climate. 

Managers who enrich the work environment of employees by developing and 

reinforcing climate-based resources that promote the welfare of both the employees 

and the patrons, are likely to facilitate employees’ sense of empowerment, 

commitment, and well-being. Organisational resources can be expressed in ways such 

as meeting employees’ needs for respect, developing supportive relationships with 

staff, and encouraging open and clear communication networks. Employees’ 

perceptions that their organisation considers the needs of patrons by providing quality 

services, and cultivating harmonious relationships between staff and patrons was 

meaningful for staff, helped them to feel attached to their club, and promoted their well-

being.  

The present program of research additionally clarified the multi-dimensional 

empowerment construct. Firstly, it identified the dimensions that were positively and 

negatively affected by factors internal and external to a gambling industry. Secondly, 

the differential influence of each dimension on the commitment and well-being of 

employees was identified. Findings illustrated the key role of influence, and, in 

particular, the meaningfulness dimension, in the perceived empowerment, 

commitment, and well-being of employees in an industry delivering a gambling service.  

The conceptual model developed and tested in the present research, identified 

and examined the impact of the salient resources and challenges of the external and 

internal environment of a gambling industry on employees’ perceptions of 

empowerment, commitment and well-being. It also increased our understanding of 

empowerment in a service industry, and provided a framework for future studies 

examining predictors of employees’ empowerment and work outcomes. 
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Winners in Gaming: Prospering through People Power in the Club Industry 

 
In the twenty-first century, a focus on people’s knowledge, attitudes, skills and willingness to change, cope effectively 
with stress and challenges is now a critical ingredient for a business to prosper and to gain a competitive advantage. 

Industry workers need to be confident, capable, committed and resourceful in every way. 
 
 About the Project: This research project focuses on the nature and extent of the influence of working in a 

legitimate though controversial workplace on staff (managers/employees) employed in a gambling environment. The 
study will highlight the relationships between environmental factors, community attitudes and individual factors 
impacting on the way workers cope and their perceptions of: psychological wellbeing, work commitment, work 
meaningfulness, and, job satisfaction. A model will be developed specific to the Club Industry that will examine how 
this knowledge can be best applied to understand and improve the people potential of the Club Industry. 

 
 About the Participants: Staff at all levels who work with patrons in Clubs in Queensland in a gambling 

environment will have the opportunity to participate in the study by volunteering to be interviewed this year, and then in 
2001, to complete a questionnaire designed specifically for the benefit of the Club Industry. 
 
 About the Method:  

Phase 1-Interviews: The purpose is to gain staff perceptions, essential to facilitating the development of a survey 
specific to the club industry. A small sample of managers and staff who work with patrons in a gambling environment 
who have volunteered to participate in the project will be interviewed. 
Phase 2-Questionnaire: The purpose is to: 
 determine the nature and influence of organisational, community and individual factors on staff coping strategies 

and their impact on selected staff work variables; and, 
 identify the most suitable interventions at both an industry and individual level -  staff from participating clubs will    

be asked to complete a survey on a confidential and voluntary basis. 

 
 About the Benefits:  

Overall  
 To better understand the ‘Social Capital’ (the people) working in the Club Industry for the purpose of adding value 

to a competitive industry. 
Specifically 
 To identify work concerns and stressors impacting on the staff of Clubs in Queensland and determine their 

influence on the way staff cope and the effect on their emotional wellbeing, commitment, and meaningfulness with their 
work.  These variables impact on absenteeism, turnover and lateness. 
Additionally 
 Clubs will receive a report with recommendations for understanding and implementing strategies to enable staff to 

be more committed, satisfied and resourceful.  Consequently, staff should be better equipped to cope effectively with 
challenges, overcome burnout and perform their duties successfully.  
 About the Researchers:  

The Researcher:  Jan Philamon is a psychologist/trainer undertaking PhD studies at Griffith University.  Phone:  3849 7412  
The Supervisors: Dr Elizabeth Jones, Senior Lecturer, School of Management, Griffith University.          Phone:  3875 7779 
                           Dr Christopher Auld, Head of School, Leisure Studies, Griffith University.                    Phone:  3875 5663 

 About Ethical Issues: 
 The Griffith University Ethics Committee will provide approval to conduct the project. 
 All participation is voluntary and all raw material is strictly confidential, seen only by the above mentioned Griffith University researchers and 

will be destroyed on completion of the project.  No names of Clubs or persons will be used or identified in the final report. 
 If you have any questions or concerns, please contact the researchers named above.  
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CONSENT STATEMENT FOR INTERVIEW PARTICIPATION 

 
Chief Investigators: 
 Dr Elizabeth JONES   Dr Chris AULD 
 School of Management   School of Leisure Studies 
 Phone: 3875 7779 (W)   Phone: 3875 5700 
 
Researcher: 
 Jan PHILAMON 
 School of Management 
 PhD Student 
 Phone: 3849 7412 
 
 

 
 
 
 
 
 
 
 
 

The Project: Winners in Gaming: Prospering Through People Power in 
the Club Industry 

The present research focuses on the nature and extent of the influence of working in a legitimate 
though controversial workplace on staff (managers/employees) employed in a gambling 

environment. The study will highlight the relationships between environmental factors, and 
community attitudes impacting on the way workers cope and their perceptions of: psychological 
well-being, work commitment, and work meaningfulness. A model will be developed specific to 
the Club Industry that will examine how this knowledge can be best applied to understand and 

improve the people potential of the Club Industry. 

 I understand that the interview will be audio tape-recorded for the purpose of accurate transcription of the 
interview. 

 I am aware that the participant’s name is kept confidential and the audio tape is heard by the interviewer only for 
the purpose of the study. The material on the tape will be deleted on completion of study. 

 I understand that my participation is voluntary and I may withdraw from the study at any time. 
 I understand that the material from this interview will be used as part of the research dissertation of Jan Philamon. 
 I have been informed that feedback from the study will be provided to me on its completion. 
 It has been pointed out to me, that I contact the chief investigators (names & phone numbers provided on my copy 

of consent form) for any questions, concerns or complaints about the way the project is conducted. 
 I have also been informed if an independent mechanism is required for complaints about the manner in which the 

project is conducted, then I may contact either: 
  

The University’s Research Ethics Officer The Pro Vice-Chancellor (Administration) 
 Office of Research, Bray Centre  Bray Centre   
 Griffith University   Griffith University    Kessels 
Road, Nathan   Kessels Road, Nathan    Phone: 3875 6618 
  Phone: 3875 7343 
 

 
 Griffith University gratefully acknowledges the support you have provided to its research initiatives. 
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Consent Statement: 
 
I agree to participate in the Club Industry project and give my consent freely. I understand that the 
study will be carried out as described in the information statement, a copy of which I have retained. 
I realize that whether or not I decide to participate is my decision and will not affect my work in any 
way. I also realize that I can withdraw from the study at any time and that I do not have to give 
reasons for withdrawing. I have had all questions answered to my satisfaction . 
 
 
 
 
 
 
 
 
 
 
PARTICIPANT        RESEARCHER 
 
 
 
Name:………………………………….       Name:………………………………….. 
 
 
 
 
Signature:………………………………      Signature:………………………………             
. 
 
 
 
Date:……………………………………        Date:…………………………………... 
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STAFF OPINION AND SATISFACTION SURVEY FOR CLUBS 
A project undertaking of Griffith University  

in conjunction with Clubs Queensland 
 
ABOUT THE PROJECT:  
This booklet contains a variety of questions designed to gather information about the influences on 
you, as a staff member working in a club environment. Once we have this information from 
employees of clubs in Queensland, we will see how some of these work issues, community attitudes 
and even personal factors influence the way you cope and how you feel about your job. We are 
interested in how we can apply this knowledge to help understand and improve the working life for 
people working in the club industry. 
 
ABOUT THIS QUESTIONNAIRE:  
There are a number of sections in the booklet, each with its own instructions. Before answering the 
questions please read the following important points. 
 
1 The information obtained is entirely confidential between the researchers from Griffith 

University and you. All booklets will be destroyed after their use in our study. 
2 We are interested in group results only – not individual scores The grouped information 

obtained from clubs throughout Queensland will be used for writing articles for scientific 
journals. 

3 The questions in a number of sections have been used regularly in a variety of 
organizations and service industries and adapted to suit the Club Industry.  

4 We will really appreciate it if you answer all questions. Give your first response.  
5 The questionnaire will probably take you about 15 minutes to complete.  
 
ABOUT YOUR PARTICIPATION:  
This study can be successful only with your cooperation. For the purpose of accurate results it is 
important that as many people as possible complete and return the survey booklet. We hope you 
will find some personal interest in being part of this major study. This is an opportunity for you to 
provide useful and practical information to enable us to better understand in what ways people are 
affected by their work environment. Thank you very much for your help. 
 
ABOUT BENEFITS FOR YOU:  
This study aims to benefit the Club Industry and provide positive input at an industry and individual 
level.  
Practical recommendations from the study will be provided to Clubs  Queensland so any necessary 
training and development programs can be developed for the benefit of boards and staff in the Club 
Industry. 
  
ABOUT THE INCENTIVE FOR YOU:  
All participants who complete and return the questionnaire are entitled to enter the draw for a 
number of mystery prizes each with a minimum value of $50.00.To enter, provide a name, contact 
phone number, address or e-mail address in the space provided on the back of the survey booklet 
before sealing the booklet in the stamped self addressed envelope provided. 
 
ABOUT QUESTIONS YOU MAY HAVE:  
If you have any queries regarding the completion of this survey or any other aspect of the study, 
please do not hesitate to give me a call on: (07) 3849 7412, mobile: 0408 154 205 or e-mail me any 
time at: j.philamon@mailbox.gu.edu.au  
 
Jan Philamon 
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SECTION ONE: A few details about you 

1 What type is your club (e.g. RSL, Cultural, Bowls) _________________________ 
2 Where is your club located (Please circle only one number.) 

Brisbane Area {1} 
Gold Coast {2} 
Sunshine Coast {3} 
Wide Bay Burnett {4} 
Fitzroy/Central West {5} 
Mackay {6} 
North/North West {7} 
Far North {8} 
South West {9} 
Darling Downs {10} 
West Moreton {11} 
 

3 What is your gender (Please circle only one number.) 
 Female {1} Male {2} 
 
4 Overall how long have you worked in the club industry (Please circle only one number.) 

Less than 1year {1} 
1 to less than 4 years {2} 
4 to less than 7 years {3} 
7 to less than 10 years {4} 
More than 10 years {5} 

 
5 How long have you worked in your current position (Please circle only one number.) 

Less than 1year {1} 
1 to less than 4 years {2} 
4 to less than 7 years {3} 
7 to less than 10 years {4} 
More than 10 years {5} 

 
6 What is the nature of your employment (Please circle only one number.) 

Full-time {1} 
Part-time {2} 
Casual {3} 

 
7 What is your present position (Please circle only one number.) 

CEO/General Manager/Secretary Manager {1}  
Middle or Line Manager/Supervisor {2}  
Bar and/or Gaming Staff {3} 
Receptionist and Other Floor Staff {4} 
Other {5} 
 Please specify _____________________ 
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SECTION TWO: Some details about how you see your club 

Based on your experience, please indicate how much you AGREE or DISAGREE with each of the 
following statements. (Please circle only one number for each question.) 
 
A  In considering gambling at your club: 
 
 Strongly  Disagree  Un-  Agree  Strongly 
 Disagree  decided   Agree  
  
1 My club believes that gambling 

 is an entertaining leisure activity 1 2 3 4 5 
2 My club believes people have a right 

to gamble for entertainment if they want to 1 2 3 4 5 
3 Money from gambling is necessary  

for the successful running of the club 1 2 3 4 5 
4 My club environment is attractive 

for people who like to gamble 1 2 3 4 5 
5 In my club, taking a responsible 

approach to gambling keeps problem  
gambling to a minimum 1 2 3 4 5  

   
B In considering the patrons, your club tries to:  
 
 Strongly  Disagree  Un-  Agree  Strongly 
 Disagree  decided   Agree  
  
6 Provide quality services for our patrons  1 2 3 4 5 
7 Consider the needs of our patrons as important 1 2 3 4 5 
8 Provide a stimulating environment  

for our patrons so they will want to return 1 2 3 4 5 
9 Assist the community by providing leisure 

 activities for its patrons  1 2 3 4 5 
10 Provide its patrons with good opportunities  

for social contacts  1 2 3 4 5 
11 Provide important services for patrons 1 2 3 4 5 
 
C In considering the local community of your club: 
 
 Strongly  Disagree  Un-  Agree  Strongly 
 Disagree  decided   Agree  
  
12 In many ways the local community depends 

 on financial assistance from this club 1 2 3 4 5 
13 My club financially assists the local community 1 2 3 4 5 
14 My club assists the local community 

 in other ways than financially 1 2 3 4 5 
15 Overall, this club serves an important  

 function in our local community 1 2 3 4 5 
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D In considering the way your club views employees, from your experience:  
 
 Strongly  Disagree  Un-  Agree  Strongly 
 Disagree  decided   Agree  
  
16  Managers and supervisors respect all other 

employees 1 2 3 4 5 
17 Non-management staff treat each other with  

respect 1 2 3 4 5 
18 Open and free communication is encouraged  

by managers and supervisors at this club 1 2 3 4 5 
 
 
SECTION THREE:  Your personal views about gambling 

Based on your experience, please indicate how much you AGREE or DISAGREE with each of the 
following statements. (Please circle only one number for each question.) 
 
A Considering Problem Gambling 
 
 Strongly  Disagree  Un-  Agree  Strongly 
 Disagree  decided   Agree  
  
19 Gambling activities may 

contribute to problem gambling 1 2 3 4 5 
20 Some people have addictive personalities 1 2 3 4 5 
21 I’m concerned that some people  

can’t control their gambling habits 1 2 3 4 5 
22 I notice when some people 

seem to gamble for a long time 1 2 3 4 5 
23 It is easy to identify a problem gambler  1 2 3 4 5 
24 It is the responsibility of the patrons  

to control their own gambling habits 1 2 3 4 5 
25 It is the responsibility of the 

club to control problem gamblers  1 2 3 4 5 
26 If problem gamblers are banned from this club, 

they will just go somewhere else to gamble 1 2 3 4 5 
27 It would be stressful if I had the 

responsibility of identifying and/or reporting 
problem gamblers 1 2 3 4 5 
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SECTION FOUR: Your opinion about local community influences  

We are looking for your opinion of community attitudes about clubs and gambling. Please indicate 
how much you AGREE or DISAGREE with each of the following statements. (Please circle only 
one number for each question.) 
 
A Your opinion of what the local community thinks of gambling 
 
 Strongly  Disagree  Un-  Agree  Strongly 
 Disagree  decided   Agree  
  

28 Most people believe 
gambling is just another form of entertainment 1 2 3 4 5 

29 Most people in the community  
support gambling 1 2 3 4 5 

30 Most people believe they have 
the right to spend their money on 
gambling if they wish 1 2 3 4 5 

31 Most people believe each person is 
 responsible for his/her own gambling habits 1 2 3 4 5 

32 Most people believe problem gambling 
is overestimated in our community 1 2 3 4 5 

33 Most people agree that problem gambling 
is given more emphasis than other addictions  1 2 3 4 5 

34 Most people believe that gambling 
 does more harm than good 1 2 3 4 5 

 
B Your opinion of what the local community thinks of the Club Industry 
 
 Strongly  Disagree  Un-  Agree  Strongly 
 Disagree  decided   Agree  
  

35 Most people appreciate what 
 the clubs do for the community 1 2 3 4 5 

36 Most people are aware of the 
ways that clubs help their local community 1 2 3 4 5 

37 Most people take for granted what clubs do for 
the community 1 2 3 4 5 

38 Most people believe clubs make huge profits  
from gambling 1 2 3 4 5 

39 Most people are demanding of clubs because 
clubs make their money from gambling 1 2 3 4 5 

 
C Your opinion of how the government views gambling 
 
 Strongly  Disagree  Un-  Agree  Strongly 
 Disagree  decided   Agree  
  

40 The government supports gambling 1 2 3 4 5 
41 All things considered, the government is doing  

its best to minimize problem gambling 1 2 3 4 5 
42 The government targets poker machines  

as a source of concern more than other types  
of gambling 1 2 3 4 5 

43 The government is seriously interested  
in limiting gambling in our community 1 2 3 4 5 
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D Your opinion of how the government views the club industry 
 
 Strongly  Disagree  Un-  Agree  Strongly 
   

Disagree  decided   Agree  

44 The government supports the Queensland 
Club Industry 1 2 3 4 5 

45 The government treats clubs, pubs and casinos  
equally in Queensland 1 2 3 4 5 

46 The government could do more to  
benefit clubs in Queensland 1 2 3 4 5 

47 The government limits growth of clubs in 
Queensland 1 2 3 4 5 

 
E Your opinion of how the media (TV, local and non-local newspapers, radio) view gambling 
 
 Strongly  Disagree  Un-  Agree  Strongly 
 Disagree  decided   Agree  
  

48 The media are making people  
aware of problem gambling issues: 
a) on TV 1 2 3 4 5 
b) in local newspapers 1 2 3 4 5 
c) in non-local newspapers 1 2 3 4 5 
d) on radio 1 2 3 4 5 

49 The media sensationalize gambling problems  
 in our society: 
a) on TV 1 2 3 4 5 
b) in local newspapers 1 2 3 4 5 
c) in non-local newspapers 1 2 3 4 5 
d) on radio 1 2 3 4 5 

50 Poker machines are criticized more than  
other types of gambling activity: 
a) on TV 1 2 3 4 5 
b) in local newspapers 1 2 3 4 5 
c) in non-local newspapers 1 2 3 4 5 
d) on radio 1 2 3 4 5 

 
F Your opinion of how the media (TV, local and non-local newspapers, radio) view the club industry 
 
 Strongly  Disagree  Un-  Agree  Strongly 
 Disagree  decided   Agree  
  

51 The media coverage for clubs is adequate: 
a) on TV 1 2 3 4 5 
b) in local newspapers 1 2 3 4 5 
c) in non-local newspapers 1 2 3 4 5 
d) on radio 1 2 3 4 5 

52 The media do much to promote what clubs  
do for the community: 
a) on TV 1 2 3 4 5 
b) in local newspapers 1 2 3 4 5 
c) in non-local newspapers 1 2 3 4 5 
d) on radio 1 2 3 4 5 

 

53 The media focus on problems related to  
poker machines rather than how clubs  
benefit the community:  
a) on TV 1 2 3 4 5 
b) in local newspapers 1 2 3 4 5 
c) in non-local newspapers 1 2 3 4 5 
d) on radio 1 2 3 4 5 
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SECTION FIVE: Opinions about your working environment 

 A  Please indicate your level of control over each of the following aspects of your working 
environment. (Please circle only one number for each question.) 
 
 Very Little  Little  Reasonable Good  High 
 Control Control Control Control Control 
 

54 The quality of your work 1 2 3 4 5 
55 How much patrons gamble at this club 1 2 3 4 5 
56 The speed at which you do your work 1 2 3 4 5 
57 When you interact with other workers at work 1 2 3 4 5 
58 When you interact with patrons at work  1 2 3 4 5 
59 The physical conditions of your work  

area (e.g. noise, temperature, lighting)  1 2 3 4 5 
60 The sources of information you need  

to do your job (verbal instructions, written 
directions, government rules and regulations) 1 2 3 4 5 

61 How much work you have to do 1 2 3 4 5 
62 The demands/expectations of the patrons 1 2 3 4 5 
63 A patron who may be disruptive or aggressive 1 2 3 4 5 
 
B  Please indicate how easy you find it to relate to others about concerns you may have at 

work and how you feel about these problems. (Please circle only one number for each 
question.) 

 
64 How much can you rely on these people to help you feel better when you experience work-related problems? 
 
 Not   Not at  A Quite Very 
 Applicable All Little a Lot Much 
 

a) Board of Directors/Committee 1 2 3 4 5 
b) CEO/General Manager/Secretary Manager 1 2 3 4 5 
c) Middle or Line Manager/Supervisor 1 2 3 4 5 
d) Colleagues 1 2 3 4 5 
e) Patrons 1 2 3 4 5 
f) Non-work (partner, family, friends)  1 2 3 4 5 

 

65 How much can you count on these people to listen to you when you need to talk about work related problems? 
 
 Not   Not at  A Quite Very 
 Applicable All Little a Lot Much 
 

a) Board of Directors/Committee 1 2 3 4 5 
b) CEO/General Manager/Secretary Manager 1 2 3 4 5 
c) Middle or Line Manager/Supervisor 1 2 3 4 5 
d) Colleagues 1 2 3 4 5 
e) Patrons 1 2 3 4 5 
f) Non-work (partner, family, friends)  1 2 3 4 5 
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66 How much do these people notice when you appear to be having a problem? 
 
 Not   Not at  A Quite Very 
 Applicable All Little a Lot Much 
 

a) Board of Directors/Committee 1 2 3 4 5 
b) CEO/General Manager/Secretary Manager 1 2 3 4 5 
c) Middle or Line Manager/Supervisor 1 2 3 4 5 
d) Colleagues 1 2 3 4 5 
e) Patrons 1 2 3 4 5 
f) Non-work (partner, family, friends)  1 2 3 4 5 

 
67 How much can you trust these people to treat confidentially the discussions you have about work-related 

problems? 
 
 Not   Not at  A Quite Very 
 Applicable All Little a Lot Much 
 

a) Board of Directors/Committee 1 2 3 4 5 
b) CEO/General Manager/Secretary Manager 1 2 3 4 5 
c) Middle or Line Manager/Supervisor 1 2 3 4 5 
d) Colleagues 1 2 3 4 5 
e) Patrons 1 2 3 4 5 
f) Non-work (partner, family, friends)  1 2 3 4 5 

 

68 How much can you count on these people to give you sound advice or provide information about what you 
could do when you experience work-related problems? 

 
 Not   Not at  A Quite Very 
 Applicable All Little a Lot Much 
 

a) Board of Directors/Committee 1 2 3 4 5 
b) CEO/General Manager/Secretary Manager 1 2 3 4 5 
c) Middle or Line Manager/Supervisor 1 2 3 4 5 
d) Colleagues 1 2 3 4 5 
e) Patrons 1 2 3 4 5 
f) Non-work (partner, family, friends)  1 2 3 4 5 

 

69 How much do each of these people give orders or directives to you about what to do to resolve your work related 
problems? 

 
 Not   Not at  A Quite Very 
 Applicable All Little a Lot Much 
 

a) Board of Directors/Committee 1 2 3 4 5 
b) CEO/General Manager/Secretary Manager 1 2 3 4 5 
c) Middle or Line Manager/Supervisor 1 2 3 4 5 
d) Colleagues 1 2 3 4 5 
e) Patrons 1 2 3 4 5 
f) Non-work (partner, family, friends)  1 2 3 4 5 

 

70 How much practical assistance do the following give you when you experience work-related problems? 
 
 Not   Not at  A Quite Very 
 Applicable All Little a Lot Much 
 

a) Board of Directors/Committee 1 2 3 4 5 
b) CEO/General Manager/Secretary Manager 1 2 3 4 5 
c) Middle or Line Manager/Supervisor 1 2 3 4 5 
d) Colleagues 1 2 3 4 5 
e) Patrons 1 2 3 4 5 
f) Non-work (partner, family, friends)  1 2 3 4 5 
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SECTION SIX: Personal Resources 

Please indicate how true for you is each of the following statements. (Please circle only one 
number for each question.) 
 
 Almost Never  Seldom  Sometimes  Often  Almost Always 
 True True True True True 
 

71 I am confident in my ability to deal with all  
concerns in my job 1 2 3 4 5 

72 When unexpected problems occur, I don’t  
handle them well  1 2 3 4 5 

73 Failure just makes me try harder 1 2 3 4 5 
74 I avoid facing difficulties  1 2 3 4 5 
 

SECTION SEVEN: Coping Styles  

We can use a number of ways of coping to deal with issues that concern us at work. Thinking about your 
current work in your club, how often have you found yourself doing the following to deal with work 
concerns, pressures, patron expectations, patron behaviour. (Please circle only one number for each 
question.) 
 
 Never Hardly Ever Sometimes Almost Always  Always 
 Do This Do This Do This Do This Do This 
 

75 I knew what had to be done, so I worked  
harder to do it 1 2 3 4 5 

76 I made a plan of action and followed it 1 2 3 4 5 
77 I tried to come out of the experience better  

than when I went in 1 2 3 4 5 
78 I drew on my past experience; I was in a  

similar situation before 1 2 3 4 5 
79 I came up with a couple of different  

solutions to the problem 1 2 3 4 5 
80 I talked to someone about how I was feeling 1 2 3 4 5 
81 I talked to someone to find out more about  

the situation 1 2 3 4 5 
82 I accepted sympathy and understanding from  

someone 1 2 3 4 5 
83 I let my feelings show somehow 1 2 3 4 5 
84 I felt that time would make a difference  

– the only thing to do was wait 1 2 3 4 5 
85 I tried to forget the whole thing 1 2 3 4 5 
86 I had fantasies or wishes about how  

things might turn out 1 2 3 4 5 
87 I tried to make myself feel better by eating,  

smoking, drinking, using drugs or medication, etc 1 2 3 4 5 
88 I feel I treat some patrons impersonally 1 2 3 4 5 
89 I feel I treat gamblers impersonally 1 2 3 4 5 
90 I’ve become more callous towards people  

since working in a gambling/club environment 1 2 3 4 5 
91 I worry that this job is hardening me emotionally 1 2 3 4 5 
92 I don’t really care what happens to some patrons 1 2 3 4 5 
93 I feel patrons blame me for some of their  
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concerns 1 2 3 4 5 
SECTION EIGHT: Work Outcomes 

A Please indicate how you have been feeling recently. (Please circle only one number for 
each question.) 
 
 Not at  A  Somewhat Considerably Very 
 All Little   Much 
 
94 I feel emotionally drained from my work 1 2 3 4 5 
95 I feel emotionally drained from other activities 1 2 3 4 5 
96 I feel fatigued when I get up in the morning and  

have to face another day on the job 1 2 3 4 5 
97 Working with people all day is really a strain  

for me 1 2 3 4 5 
98 I feel frustrated by my job 1 2 3 4 5 
99 I feel I am working too hard on my job 1 2 3 4 5 
 
B Please indicate how usual the following health symptoms have been for you recently 
(Please circle only one number for each question.) 
 
 Not at  No more Rather more Much more  
 all Usual than Usual than Usual than Usual  
 
100 Felt constantly under strain 1 2 3 4  
101 Lost sleep over worry 1 2 3 4  
102 Felt I could not overcome my difficulties 1 2 3 4  
103 Been unhappy and/or depressed 1 2 3 4  
104 Been losing confidence in myself 1 2 3 4  
105 Been thinking of myself as a worthless  

person 1 2 3 4 
  

 Much less  Less than  Same More so  
 than Usual Usual as Usual than Usual  
 
106 Been able to concentrate on what I’m doing 1 2 3 4  
107 Felt that I am playing a useful part in daily 

life 1 2 3 4  
108 Felt capable of making decisions 1 2 3 4  
109 Been able to enjoy my normal day to day  

activities 1 2 3 4  
110 Been able to face up to my problems 1 2 3 4  
111 Been feeling reasonably happy all things  

considered 1 2 3 4  
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C Please indicate the way you feel about your job (Please circle only one number 
for each     question.) 
 
 Strongly  Disagree  Un-  Agree  Strongly 
 Disagree  decided   Agree  
112 I often think seriously about  

resigning from my job 1 2 3 4 5 
113 I often think seriously about searching 

for a new job 1 2 3 4 5 
114 If I have my own way I will leave  

this club to work elsewhere about  
one year from now 1 2 3 4 5 

115 I feel very committed to the job I currently do 1 2 3 4 5 
116 I don’t care what happens at work as long as  

I receive my pay  1 2 3 4 5 
117 What happens in my club is really important  

to me 1 2 3 4 5 
118 It would take very little change in my job to  

cause me to leave  1 2 3 4 5 
119 There’s not too much to be gained by sticking  

with this job indefinitely  1 2 3 4 5 
120 I am content working in this job for the time  

being, but I will move on when my career  
requires me to  1 2 3 4 5 

 
D Please indicate how satisfied you are with your job (Please circle only one number for 
each question.)   
 
 Almost Never  Seldom  Sometimes  Often  Almost Always 
 True True True True True 
 
121 I sometimes feel that my job is meaningless 1 2 3 4 5 
122 I feel a sense of pride in doing my work 1 2 3 4 5 
123 My job is enjoyable 1 2 3 4 5 

 
 Very  Somewhat  Not Somewhat Very 
 Dissatisfied Dissatisfied Sure Satisfied Satisfied 
 
124 All things considered, how satisfied  

are you with your job? 1 2 3 4 5 
 
Comments if  desired: _____________________________________________________________________________ 
 
 

 

 
Section nine on the next page is for the CEO/General Manager/Secretary Manager only.
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SECTION NINE:  For CEO/General Manager/Secretary Manager only 

A Influence over External Factors 

By working at your club, how much influence do you believe you have: 
 
 Very Little  Little  Reasonable Good  High 
 Influence Influence Influence Influence Influence 
 

125 over community attitudes to the club industry 1 2 3 4 5 
126 over community attitudes to gambling 1 2 3 4 5 
127 over media attitudes to the club industry 1 2 3 4 5 
128 over media attitudes to gambling 1 2 3 4 5 
129 over government attitudes to the club industry 1 2 3 4 5 
130 over government attitudes to gambling 1 2 3 4 5 
 

B In relation to the board of directors/committee 

 Strongly  Disagree  Un-  Agree  Strongly 
 Disagree  decided   Agree  
131 The board allows me freedom to do my job as  

CEO/General Manager/Secretary Manager 1 2 3 4 5 
132 The board tries to influence how I do my job 1 2 3 4 5 
133 I find meetings with the board stressful 1 2 3 4 5 
134 Members of the board need specialized  

training to be effective 1 2 3 4 5 
135 Some members of the board are not in touch  

with business requirements of the club 1 2 3 4 5 
136 A person needs to meet with certain criteria 

in terms of skills and knowledge 
 before becoming a member of the board 1 2 3 4 5 

137 Some board members confuse their duties with  
the duties of CEO/General Manager/ 
Secretary Manager 1 2 3 4 5 

138 Some members of the board are resistant 
 to change 1 2 3 4 5 

139 Members of the board are sometimes influenced 
 by internal politics 1 2 3 4 5 

140 Members of the board are sometimes influenced 
 by external politics  1 2 3 4 5 

141 Some members of the board place more 
emphasis on community issues rather than  
commercial functions of the club 1 2 3 4 5 
 

142 Frequently, members are elected to office as board members because they are perceived : 
a) To be successful business persons 1 2 3 4 5 
b) To have the required skills to be a member 
 of the board 1 2 3 4 5 
c) As a popular member of the club/community 1 2 3 4 5 
d) To be self supporting and with time 
 to focus on club duties 1 2 3 4 5 

 

Comments if  desired: _____________________________________________________________________________ 
 

 
  



 

  

330

About Clubs Queensland 
 
Clubs Queensland is the peak Industry Association and Union of Employers for registered and licensed clubs in 
Queensland. 
 
Its mission is to provide members with a cost-effective umbrella of expert knowledge and competent advice on 
industrial and legislative issues that they need to run their clubs in the most efficient manner.  
 
It adds value to membership through comprehensive government and public relation strategies, including a monthly 
newsletter and two-monthly magazine, as well as through the provision of relevant and timely training programs and 
staging of industry-focused special events, such as Trade Shows and Club Achievement Awards. 
 
A pivotal role of the Association is to prepare submissions and lobby Government, statuary and 
regulatory authorities and other industry stakeholders on all matters affecting the Club Industry. 
 
For more information please contact Clubs Queensland Membership Officer, Rose Edgar on 
Telephone (07) 3252 0770 or Fax (07) 32500971. 
 
 
 
 
 

We thank you for your help. 
 

It is very much appreciated. 
 

Please return the questionnaire in the envelope provided. 
 

No stamp is required. 
 

For an opportunity to win a prize please refer to the back cover 
 
 
 
 
 
 
 
 
 
 
 
 
If you have any queries regarding the completion of this survey or any other 
aspect of the study, please do not hesitate to give me a call on: (07) 3849 7412, 
mobile: 0408 154 205 or e-mail me any time at: j.philamon@mailbox.gu.edu.au  
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The Incentive 
 

(As a token of our appreciation for taking the time 
to  complete the survey) 

 
 

I wish to enter the draw for a number of mystery prizes each to the 
minimum value of $50.00. 

 
 
 

Please tick 
 
 
 

A contact name/telephone number/address: ---------------------------------
------------------------------------------------------------------------------------------
------------------------------------------------------------------------------------------ 

 
 

{Please return booklets by Monday, July 30th , 2001} 
 

THANKYOU FOR YOUR PARTICIPATION 
 

BOOKLETS WILL BE DESTROYED ON COMPLETION OF THE PROJECT 
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APPENDIX D 

Cover Letters 

 



 
Attention: Club Staff Member 
 
 
 
Dear Sir or Madam 
 
As a follow on from interviews conducted with staff from a number of clubs, December, 
2000, a survey is now being undertaken to examine the opinions and attitudes of staff 
working in the Club Industry throughout Queensland about their work environment. The 
project is being conducted by a team from Griffith University. 
 
The research team comprises Jan Philamon, researcher, with supervisors Dr Elizabeth 
Jones, School of Applied Psychology and Dr Christopher Auld, School of Leisure Studies. 
 
We are writing to you to encourage your participation in this worthwhile and confidential 
study. In fact, the project can only be successful with the cooperation of staff members like 
yourself completing and returning the questionnaire as soon as possible. 
 
Survey booklets are being distributed to General managers, floor managers, supervisors, 
gaming and other floor staff to enable them to participate in the study. For the purpose of 
accurate results, it is important to the accuracy of the project that as many people as 
possible complete and return the survey.  
 
This study aims to benefit the Club Industry and provide positive input at an industry and 
individual level. It has the support of Clubs Queensland . The survey is only being 
distributed after a number of consultations with Penny Wilson, Mukesh Prasad and Rod 
White and the approval of the board of Clubs Queensland.  
 
Practical recommendations from the study will be provided to Clubs Queensland so any 
necessary training and development programs can be developed to benefit boards and 
staff working in the club industry. A copy of the recommendations will also be made 
available to your general manager. 
 
Please be absolutely assured that your response will be confidential. We are only 
interested in Queensland clubs overall, so information gathered from staff from a large 
number of clubs will be grouped for statistical analysis. Each completed questionnaire is to 
be sealed in the stamped self addressed envelope provided and returned to Griffith 
University. Only the research team will have access to the information.  
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We hope that you will find some personal interest in being part of this major 
study by completing the survey and having your say. We anticipate it will take about 10 - 
15 minutes to complete. 
 
As an incentive to you and your staff members, all participants who complete and return 
the questionnaire are entitled to enter the draw for a number of mystery prizes each with a 
minimum value of $50.00.To enter, provide a contact name and phone number, address or 
e-mail address in the space provided on the back of the survey booklet before sealing the 
booklet in the envelope provided.  
 
If you have any queries regarding the completion of this survey or any other aspect of the 
study, please do not hesitate to give me a call on:  
(07) 3849 7412, mobile: 0408 154 205 or e-mail me any time at: 
j.philamon@mailbox.gu.edu.au  
 
Your cooperation is very greatly appreciated 
 
With thanks  
 
 
 
Jan Philamon 



 335

 
 

 
5 June 2001 
 
 
Dear Club Manager/Gaming Staff, 
 
Re: Staff Opinion and Satisfaction Survey 
 
I am writing to seek your cooperation in completing a questionnaire on Staff Opinion and 
Satisfaction for Queensland Clubs.  
 
The survey is being done by Griffith University in conjunction with Clubs Queensland and forms 
part of doctoral research for Ms. Jan Philamon, a PhD student from the School of Applied 
Psychology. Her contact details are at the end of the questionnaire. 
 
Findings of the survey will highlight factors that influence staff attitudes and performance in the 
provision of gaming in our industry and are crucial in understanding ways in which we can improve 
the working environment of our gaming staff. The findings will also assist Clubs Queensland to 
develop policies and position papers on responsible gambling and to incorporate training in 
industrial relation areas highlighted by the survey.  
 
Please note that the survey is confidential and therefore there is no need to for you to write your 
name or the name of your club. Also, as we are interested in group results only, the researcher from 
Griffith University guarantees that all questionnaires will be destroyed after their use in her study. 
 
I urge you to take a few minutes to answer the questions. Some questions may appear a little 
demanding, so give your first natural response: you don’t have to spend too much time working out 
the answers. You should take approximately 20-25 minutes to complete the whole questionnaire. 
The final outcome of the survey depends on how honestly and accurately you complete the 
questionnaire. 
 
I thank you for your cooperation in completing this questionnaire and look forward to working with 
you in further uplifting the profile of our industry with in-depth research.  
 
Yours sincerely, 

 
Penny Wilson 
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Attention: CEO/General Manager/Secretary Manager 
 
Dear Sir or Madam 
 
As a follow on from interviews conducted with General Managers and other staff from a 
number of clubs last December, a survey is now being undertaken to examine the 
opinions and attitudes of staff working in the Club Industry throughout Queensland 
about their work environment. The project is being conducted by a team from Griffith 
University. 
 
The research team comprises Jan Philamon, researcher and doctoral candidate with 
supervisors Dr Elizabeth Jones, School of Applied Psychology and Dr Christopher Auld, 
School of Leisure Studies. 
 
Please note that it is impossible for us to provide survey booklets to all staff throughout the 
Club Industry and consequently we have randomly selected a sample of Queensland clubs 
varying in size and region. Because your club has been selected we are writing to you to 
encourage your participation in this confidential study. In fact, to be successful, the 
project depends on the cooperation of general managers like yourself and other relevant 
staff members to complete and return the questionnaire as soon as possible. 
 
Consequently, we seek your support in encouraging your staff who work with the patrons 
to participate in this worthwhile project. Hence, survey booklets will need to be distributed 
to your floor managers, supervisors, gaming  and other floor staff so that they also 
can participate in the study. It is important to the accuracy of results that as many 
people as possible complete and return the survey.  
 
This study aims to benefit the Club Industry and provide positive input at an industry and 
individual level. It has the support of Clubs Queensland . The survey is only being 
distributed after a number of consultations with Penny Wilson, Mukesh Prasad and Rod 
White and the approval of the Board.  
 
Practical recommendations from the study will be provided to Clubs Queensland so any 
necessary training and development programs can be developed to benefit boards and 
staff working in the club industry. A copy of the recommendations will also be made 
available to you. 
 
Please be absolutely assured that your response will be confidential. We are only 
interested in Queensland clubs overall, not individual clubs or persons, so information from 
a large number of clubs will be grouped for statistical analysis. Each completed 
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questionnaire is to be sealed in the stamped self addressed envelope provided 
and returned to Griffith University. Only the research team will have access to the booklets 
which will be destroyed at the completion of the project.  
 
We hope that you will find some personal interest in being part of this major study by 
completing the survey and having your say and providing your staff with an opportunity to 
do likewise. We anticipate it will take about 15 minutes to complete. 
 
As an incentive to you and your staff members, all participants who complete and return 
the questionnaire are entitled to enter the draw for a number of mystery prizes each with a 
minimum value of $50.00. To enter, provide a contact name and/or phone number, 
address or e-mail address in the space provided on the back of the survey booklet before 
sealing the booklet in the envelope provided.  
 
If you have any queries regarding the completion of this survey or any other aspect of the 
study, please do not hesitate to give me a call on: (07) 3849 7412,     mobile: 0408 154 
205 or e-mail me any time at: j.philamon@mailbox.gu.edu.au  
 
Your cooperation is very greatly appreciated 
 
With thanks 
 
 
 
 
 
 
 
 
 
Jan Philamon 
Griffith University 
Brisbane 
Telephone: (07) 3849 7412 
e-mail:    j.philamon@mailbox.gu.edu.au 
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APPENDIX E 

Queensland  Clubs 
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Queensland clubs  

Clubs in Queensland have been established by people with common interests for the 
pursuit of those interests. They cover a large variety of interests, including sport, 
workers, cultural, ethnic, religious, RSL (Returned Services League), community and 
social. In 1997-1998, there were about 5600 registered and licensed clubs in Australia 
with Queensland accounting for 615 (Productivity Commission, 1999). According to a 
document released for this project by Clubs Queensland (2002), there are now over 
1,000 registered and licensed clubs in Queensland. Of these, over 85% of clubs are 
members of Clubs Queensland.  
 
Clubs are administered by a Board of Directors/Management Committee that is elected 
by club members in accordance with the constitution of the club. The Board of 
Directors/Management Committee is responsible for providing the strategic direction for 
the club. The Board of Directors/Management Committee appoints the 
Secretary/Manager who implements the directives of the Board of Directors/Committee 
and also runs the club on a day-to-day basis. The Board of Directors/Management 
Committee is ultimately accountable to the club members, who must explicitly endorse 
all major decisions regarding the club at the Annual General Meeting or at other 
meetings called from time to time (Clubs Queensland).  

 
Approximately 60% of clubs in Queensland have a gaming machine and liquor licence 
and must abide by the relevant Queensland Acts which impose stringent obligations on 
venues providing gaming machines and/or liquor. Although clubs derive substantial 
revenue from gaming and provision of liquor, all net proceeds must be expended on 
the provision of facilities and services and other benefits to the club membership and 
the local community. Therefore, no individual or group is able to derive personal profit 
from the operations of a club, except under normal commercial arrangements for the 
provision of goods and services (Clubs Queensland).  

 
The commencement of rapid growth in club facilities and expansion in club services 
appears to have coincided with the introduction of poker machines and in a number of 
the larger clubs an increased concentration on gambling as their main business. This 
has skewed the traditional nature of clubs. While Clubs continue to play a pivotal role in 
Queensland communities, criticism has come from the Australian Hotels Association. 
They have argued, for example, that the privileged access by clubs to highly profitable 
gambling opportunities, particularly poker (gaming) machines, combined with mutuality 
(which protects much of the revenue of clubs from income taxation) is unfair, inefficient, 
and socially undesirable.  
 
This mutuality principle relates to the notion that a person cannot make a profit from 
selling to him or herself. An amount received from oneself is not regarded as income 
and is therefore not subject to tax. This concept has been extended to define groups of 
people who contribute to a common fund, controlled by the groups for a common 
benefit. Any amount surplus to that needed to pursue the common purpose is said to 
be simply an increase of the common fund and as such not considered income and not 
subject to tax. 

 
A common feature of mutual organisations in general and of licensed cubs in particular, 
is that participants usually do not have property rights to their share in the common 
fund, nor can they sell their share. When they cease to be members, they lose their 
right to participate without receiving a financial benefit from the surrender of their 
membership. A further feature of licensed clubs is that there are both membership fees, 
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and, where prices charged for club services are greater than their cost, 
additional contributions It is these additional contributions which constitute mutual 
income. 
 
For some clubs, the mutuality principle is irrelevant, because they are non-profit 
associations exempt from income tax by statute. These include, for instance, sporting 
clubs which satisfy the requirements of the relevant taxation ruling. The main thrust of 
this ruling is that clubs will only be eligible for an exemption if they can demonstrate 
that their main or dominant activity is the encouragement or promotion of a sport. In 
many cases, services additional to sport, for example, gambling, restaurant and bar 
services outweigh the original interest (sport). Nevertheless, all or part of the surplus 
generated by such clubs may not be considered income for the purposes of income tax 
because of the application of the mutuality principle. 
 
For Australia as a whole, clubs earned an operating profit before tax of $561 million (of 
which $530.9 million are accounted for by clubs with gambling). If clubs were to be 
taxed at the company tax rate, this would generate Government revenue of around 
$202 million. However, Government revenue forgone through the mutuality principle is 
somewhere between $100- $145 million for Australia as a whole. 
 
In New South Wales, poker machines were introduced into clubs over 40 years ago. 
However, in 1997-1998, with 65 000 poker machines, their gambling income overall 
was just below 60% of income earned by all clubs. For a number of the clubs though, 
the revenue from poker machines amounted to 80% or more of the total revenue. By 
comparison, in 1997-1998 Queensland, introduced to poker machines in 1992, had 
16 624 machines, with the revenue from gambling being 47.7% of the income earned.  
 
With distribution of surpluses as cash dividends to members not an option, clubs have 
several alternatives. They can use surpluses to reduce membership charges, to lower 
the prices charged for services, to provide benefits for the community as a whole, to 
make donations to charities, or use them to expand services provided to members. 
Indeed state regulation and some local government by-laws require contributions to be 
made to the community as a condition of license. These requirements are usually very 
specific and spell out precisely the contributions required. With poker machine 
surpluses constituting the bulk of club surpluses, it seems clear that it is those which 
are driving the expansion of clubs. 
According to Clubs Queensland though, Clubs adopt a responsible approach in the 
provision of gambling products and services and in the service of alcohol. This is 
achieved they say, through a variety of means that include on-going accredited training 
of staff, liaison with community support agencies and internal club policies and 
procedures, such as display of responsible gambling messages and signage. Further, 
they maintain that the Queensland Responsible Gambling Code of Practice) and 
supporting club-specific documentation (Responsible Gambling Manual and Policy), 
which is a whole of industry commitment to best practices, will further assist clubs to 
put in place measures to minimise the harm associated with gambling. The Code was 
due to be launched by the Queensland Treasurer in May, 2002.  
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