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Abstract 

 

This study is designed to investigate hotel and club middle-level managers’ 

perceptions of psychological empowerment, job satisfaction, organisational factors and 

job turnover intent in South East Queensland, Australia. Another key aspect of the study 

was to determine the reasons for the high levels of management turnover within the 

hospitality industry. This study uses as its theoretical base, management, empowerment, 

organisational behaviour and job satisfaction theories. 

 

The mixed method design in this study was a two-stage approach of qualitative 

and quantitative methods. The first phase of the research involved personal in depth semi-

structured interviews and a pilot study of a small convenience sample of participants. 

Stage two consisted of a survey of hospitality managers working in large hotels and clubs 

in South East Queensland, Australia. The results of the survey provided demographic 

information about the participants. Further analysis of the data used descriptive statistics, 

independent t-tests, a one-way ANOVA, multiple regression and principal components 

analysis to obtain results regarding differences and relationships between the participants 

to answer the research question, sub research questions and hypotheses. 

 

Middle-level managers during the interview process revealed that they were only 

empowered to a certain monetary level and conditions such as long hours, weekend work 

as well as low pay contributed negatively to their satisfaction and commitment levels. 

The chance of promotion and advancement was rare and managers stated that this lead 

them to thinking about leaving their hotels or clubs.   
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The quantitative analysis showed that a range of items such as steady 

employment, competence, meaning, self-determination and communication with others 

was rated very highly by the middle-level managers based on their perceptions. Low 

rating items included, chances for advancement, pay, and praise from the supervisor.  

 

There were many significant differences in the t-tests between the groups that 

were measured. In particular there were notable differences between levels of education, 

gender, and place of employment and those items included autonomy, impact, chances of 

advancement, competence, variety, meaning and self-determination. 

 

In the regression analysis, levels of experience in the industry such as (0-5, 5-10, 

and 10+ years), gender and organisation type were tested with many significant 

differences being uncovered. As managers gained more experience, they tended to 

believe that organisational factors were more significant in predicting job satisfaction, 

whereas, the less experienced perceived that psychological empowerment was more of a 

significant predictor of job satisfaction. Club and female managers also perceived that 

psychological empowerment more than the organisational factors was a significant 

predictor of job satisfaction than their hotel and male counterparts who believed that 

organisational factors are more important.  

 

A principal components analysis was conducted and a resultant four factor 

solution developed comprising of intrinsic motivation, psychological empowerment, 

extrinsic motivation and teamwork. Regression analysis was applied again and showed 
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that teamwork and psychological empowerment were significant predictors of intrinsic 

and extrinsic motivation and the intrinsic motivators were a very significant predictor of 

total job satisfaction with 80.8% of the variance accounted for.  

 

In the conclusion of this study, its contribution to the body of literature on 

psychological empowerment, job satisfaction, organisational factors, commitment and 

job turnover in the hospitality industry is highlighted. Implications for managers who are 

psychologically empowered, satisfied and committed to a job shows that in these 

contexts, job turnover would be minimised and this may influence the competitive 

advantage of a hospitality organisation such as a hotel or club. 
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Chapter 1 - Overview of Research 

 

1.0 Introduction 

 

This study was designed to contribute to the research investigating middle-level 

management perceptions of human resource issues in the hospitality industry. 

Specifically, this study explored how many middle-level managers in hotels and clubs 

perceive themselves to be psychologically empowered, satisfied, and committed; and 

hence – What are their turnover intentions towards their jobs and employers? To date, no 

study has systematically identified the psychological empowerment of middle-level 

managers. Using the key dimensions of job satisfaction, organisational factors, and 

turnover intent in the hospitality industry, this study makes a unique contribution to the 

literature within this area. The key driver for a study of this kind was to further 

understand why there are high levels of management turnover within the hospitality 

industry (Davidson and Timo, 2006) and to analyse the reasons for that high turnover. 

 

1.1 Tourism and Hospitality Industry 

   

 Since the early 1970’s, tourism has emerged as an important industry for 

Australia. Inbound tourism increased rapidly in the early to mid 1980’s, resulting in high 

demand periods for hotels (Timo and Davidson, 2005). However an economic recession 

in the late 1980’s affected the industry, with airline strikes also decreasing demand for 

hotel rooms. During the early 1990’s the hospitality industry experienced losses, staff 

cuts and declining service (Baker and Huyton, 2001). The recession was short-lived and 

since the mid 1990’s the hospitality industry has shown signs of growth, as the forecasted 

turnaround materialised. 
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Statistics across Australia demonstrated that demand for accommodation 

increased by 29 per cent since 1995-96, and there has been a steady increase in 

occupancy levels and average hotel room rates across Australia. However, recent demand 

for hospitality services has not grown in capital cities (due to the global financial crisis), 

and there has been a decline in regional cities across Australia. This has severely 

impacted these communities which rely on tourism to sustain their local economies, 

resulting in job losses (Hall, 2009). Recent data shows that there were 21.3 million room 

nights with 15.5 million guest arrivals in Australian hotels with an industry value of $4.1 

million or 0.5% of Australia’s Gross Domestic Product (GDP) (ABS, 2008). The wider 

tourism industry accounts for $41 billion, and employs 497, 600 people in Australia, 

encompassing 4.7% of total employment (ABS, 2008).  

 

The hospitality sector within the tourism industry has seen growth, and creates 

economic and employment opportunities throughout Australia. This study focuses upon 

middle-level managers working in hotels within the Australian Hotels Association (AHA) 

and middle-level managers working for clubs within the Club Managers Association of 

Australia (CMAA). 

 

The AHA is recognised as one of the peak industry bodies by Government, media 

and industry. The AHA represents over 8,500 hotels in Australia and includes 3, 4 and 5 

star accommodation throughout Australia, employing in excess of 300,000 people. Their 

role is to keep accommodation members fully informed of major challenges and 

opportunities facing the industry, and to represent members’ interests at a national level, 
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lobbying government on relevant matters to ensure the best possible operating 

environment for the industry (Australian Hotels Association, 2010).  

 

The CMAA is registered as an industrial organisation of employees in the terms 

of the Federal Workplace Relations Act. The CMAA represents managers of 2,500 clubs 

that are formed by groups of people who share a common interest and want to advance 

that interest with others (Barrows and Hing, 2006). The CMAA provides an opportunity 

for managers in clubs to subscribe to a professional association for career path assistance 

to drive their own career development (Club Managers Association of Australia, 2010). 

 

Australian clubs comprise a key sector of the hospitality industry. As at June, 

2010 there were 1,857 clubs, which generated $9.3 million of annual income. 

Employment within the club industry amounted to 62,954 people. The club industry has a 

gross product of 5.5 million per year (Ibisworld, 2011). 

 

 

1.2 Industry Characteristics 

The hospitality industry has certain characteristics, and is sometimes seen as an 

industry where there are limited career development opportunities, low wages, and poor 

job security. This may affect an employee’s decision to stay in or leave the industry 

(Davidson, Timo and Wang, 2010). These issues can raise costs, decrease the quality of 

service delivered and damage employee morale. In such an industry, employee turnover 

has always been an important factor associated with job satisfaction and organisational 
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commitment (Deery and Shaw, 1997; Davidson, Guilding and Timo, 2006; Davidson and 

Timo, 2006; Deery, 2008; Poulston, 2009). 

 

The hospitality industry is characterised by its people-oriented nature, 

personalised service, and direct contact of managers and employees with customers 

(Winata and Mia, 2005; Solnet, 2006). The growth of the hospitality industry has created 

high demand for competent middle-level managers (Hsu and Gregory, 1995).  Changes in 

this industry are leading to new and greater reliance on the performance of their 

managers. The maintenance of a profitable industry is dependent on the selection of 

effective and efficient managers (Phillips, 1999). Management is about making choices: 

prioritising work, how much time to spend on each problem or task, and what and how to 

delegate (Worsfold, 1989b; Guerrier and Lockwood, 1989; Guerrier, 1999).  

   

The middle-level managers’ role is managing front-line employees and 

performing to the expectations of senior management. Front-line employees are often 

being promoted too early to middle-level positions. They find it difficult to deal with 

pressures from superiors in meeting budgets, and keeping costs down (Holden and 

Roberts, 2004; Holden, 1996). Middle-level managers attempt to ensure that front-line 

employees are satisfied and motivated, as well as delivering service to meet customers’ 

expectations (through some level of empowerment). However, studies within the 

hospitality industry on empowerment have tended to focus on general managers and 

front-line employees (Brymer, 1991; Bowen and Lawler, 1992, 1995; Nykodym, 
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Simonetti, Nielsen and Welling, 1994; Ashness and Lashley, 1995; Lashley, 1995a, 

1995b, 1997; Sparrowe, 1994, 1995; Tschohl, 1998).  

  

There has been considerable interest in the study of psychological empowerment 

and job satisfaction as they relate to employee empowerment (Spreitzer, 1995a, 1995b; 

Fulford and Enz, 1995; Hancer and George, 2003, Holdsworth and Cartwright, 2003); 

however, no studies prior to this research have considered psychological empowerment, 

job satisfaction, organisational factors, and the job turnover intentions of middle-level 

managers of clubs and hotels. This study was conducted in the geographic region of 

South-East Queensland due to the numerous clubs and hotels in that area. It therefore 

provides an excellent research site. 

 

1.3 Definition of Terms 

While there are many explanations of the terms ‘psychological empowerment’, 

‘job satisfaction’, ‘organisational commitment’, ‘turnover intention’, and ‘job turnover’, 

the definitions below will be used for the purpose of this study.  

 

Psychological empowerment: A psychological mindset that includes the fit between 

one’s job and personal values. It is the belief that one has the necessary knowledge and 

skills to perform the job well, so as to make a difference in the organisations (Spreitzer, 

1996; Thomas and Velthouse, 1990). 
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Empowerment: The process of giving authority to people to solve problems through 

personal power, gaining influence over events and outcomes of an individual or group 

(Bell and Zemke, 1988; Sternberg, 1992; Fawcett, White, Balcazar and Suarez-Balcazar, 

1994). 

 

Job Satisfaction: The pleasurable state resulting from the appraisal of one’s job as 

achieving (or facilitating the achievement of) one’s job values (Locke, 1969; Chiang, 

Back & Canter, 2005). 

 

Organisational factors: The formal structures and processes or activities that take place 

within an organisation (Sheaff, Schofield, Mannion, Dowling, Marshall, and McNally, 

2003). 

 

Organisational Commitment: The relative strength of an individual’s identification or 

relationship with, and involvement in, a particular organisation (Steers, 1977; Mowday, 

Steers and Porter, 1979; Mowday and McDade, 1979; Mowday, Porter and Steers, 1982; 

Meyer, Allen and Smith, 1993). 

 

Turnover Intention: The last in a sequence of withdrawal cognitions in which thinking 

of leaving and the intention to search for alternative employment belongs (Mueller and 

Price, 1990; Tett and Meyer, 1993; Yang, 2010) 
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Job Turnover: This is a characteristic of a given company showing the rate at which an 

employer gains and loses staff (Price, 1997; Ghiselli, La Lopa and Bai, 2001).  

 

1.4 Research Question  

What are middle-level managers’ perceptions of psychological empowerment, job 

satisfaction and organisational factors in the hospitality industry? 

 

1.5 Sub Research Question 1 

What are hospitality middle-level managers’ job turnover intentions regarding their 

current roles?  

 

1.6 Sub Research Question 2 

What are hospitality middle-level managers’ job turnover intentions regarding their 

current employers?  

 

1.7 Significance of the Study 

Psychological empowerment, job satisfaction, and being committed to a job are 

vital if hospitality organisations such as hotels and clubs are to survive, prosper and retain 

talented middle-level managers in this competitive industry. If managers feel that they 

can make accurate and informed decisions quickly and effectively without asking upper 

or senior management, this may allow them to respond immediately and with greater 

versatility to customer inquiries and requests (Lashley, 1999). In hospitality businesses, 

http://en.wikipedia.org/wiki/Employment
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the service delivery process is produced and consumed simultaneously. Therefore, it is 

vital that customer needs are met or exceeded in this provision, if a hospitality business is 

to keep customers and remain profitable. In order to gain a competitive advantage in this 

industry, each middle-level manager should play a major role when it comes to solving or 

resolving problems (Bowen and Lawler, 1992). 

 

As a tool to satisfy customers in the hospitality industry, empowerment practices 

have affected many service companies such as the Accor Group, Marriott Hotels, and 

Hilton Hotels (Lashley, 1995).  More and more hospitality organisations are likely to 

adapt empowerment techniques as global competition emerges in the 21
st
 century (Bowen 

and Lawler, 1995). Empowerment can take many different forms in different contexts, 

and empirical research has been conducted on the different meanings, implementation, 

benefits and limitations of empowerment, job satisfaction and the organisational 

commitment of employees (Conger and Kanungo, 1988; Thomas and Velthouse, 1990; 

Spreitzer, 1995; Zimmerman, 1995; Potterfield, 1999). However, no study to date has 

examined these elements from the middle-level management perspective, within the 

South-East Queensland hotel and club industry. 

 

1.8 Structure of the Study 

This conceptual map shows the components that are examined within the 

literature review, and frames the context of this study (See figure 1-1). 
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Figure 1-1 – Conceptual Map 

 

The literature review will examine the elements outlined in this conceptual map 

and is driven by the research question, and two sub research questions. Five testable 

hypotheses have also been derived from this literature review. Chapter three, the 

methodology, details a two-stage research design. The first qualitative phase involves 

personal in-depth semi-structured interviews with five middle-level managers, followed 

by a pilot study using an expert panel of experienced managers and an academic. This 

provided feedback on the items from the literature review, for the second phase 

(quantitative survey). Chapter four presents the qualitative results from the interviews and 

demographic data of the respondents. Chapter five presents the quantitative results 

answering the research question, two sub research questions and five hypotheses utilising 

descriptive statistics, independent t-tests, a one-way ANOVA, multiple regression and a 

principal components analysis. Chapter six provides a detailed discussion of the results. 

The final chapter (Chapter seven) concludes the study with implications, limitations and 

possible future directions. 
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Chapter 2 - Literature Review 

2.0 Chapter Overview 

The focus of this chapter is to investigate the literature on management, employee 

psychological empowerment, job satisfaction, organisational factors, turnover intentions 

and job turnover in the hospitality industry. The review includes antecedents of 

management theories, management, hotel and club management, middle management, 

manager demographics, empowerment, theories and models of psychological 

empowerment, benefits and barriers of empowerment, and types of organisational factors 

affecting empowerment. Job satisfaction and theories associated with empowerment,  

organisational commitment, turnover intentions and job turnover are also discussed. 

Figure 2-1 below provides a theoretical framework for this literature review. 

 

Figure 2-1 – Theoretical Framework 
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2.1 Antecedents of Management Theories 

In the early 20
th

 century, F.W. Taylor, the father of scientific management, was 

influential in breaking down jobs into small tasks and deciding the best method of 

carrying out each task using study work methods. Under this system, workers had little 

discretion and simply followed management instructions (Rose, 1978; Wilkinson, 1998). 

The technique was based on worker compliance. While scientific management was very 

successful in terms of boosting productivity, there was concern over the alienation of 

workers as reflected in high labour turnover, absenteeism, and conflict (Wilkinson, 1998; 

Hancer and George, 2003).  

 

The work of Elton Mayo and the Human Relations School criticised Taylorism, 

and suggested that involving workers had strong business as well as morale benefits 

(Griffin, 1990). Under the influence of the new trends, Mayo and his associates began the 

Hawthorne Studies in the late 1920’s to determine how working conditions affected work 

fatigue and productivity (Sherman, Bohlander & Chruden, 1988; Griffin, 1990). These 

studies assisted in advancing the human-relations movement, and highlighted the need for 

providing a more participative and employee-centred form of supervision in organisations 

(Sherman et al., 1988). 

  

Later approaches, such as McGregor’s (1960) Theory X & Theory Y, Likert’s 

(1967) Systems 4, and Herzberg’s Two Factor were developed (Steers and Porter, 1983). 

McGregor emphasized that management by direction does not work for every 

organisation, because in the minds of workers, control, rewards, incentives and 
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assurances no longer continue to exist. These sets of assumptions were also reflected in 

the work of humanist psychologists such as Maslow, with his model of the hierarchy of 

needs (Watson, 1986).  

  

In the 1980s the new flexible organisation paradigm reinforced such arguments 

(Piore and Sabel, 1983). The move to customised products with flexible specialisation 

and flatter and leaner structures was seen as the new route to competitive advantage and 

this meant increasing the focus on labour as a resource, not just a cost. Furthermore, jobs 

were seen as far more complex than in the days of scientific management (Staehle and 

Schirmer, 1992). It was seen as vital to achieve greater flexibility through the use of 

people. Rather than trying to control employees, they should be given discretion to 

provide better service and achieve a higher standard of work. The argument emphasised 

the need for faster decisions in a changing marketplace, with employees closest to the 

customer/product best placed to make decisions concerning related issues (Piore and 

Sabel, 1983). 

 

These theories share a common assumption that workers are a resource with 

knowledge and experience and an interest in becoming involved, which can be released 

by employers providing opportunities and structures for their involvement.  
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2.2 Management 

 A manager’s work is dynamic in nature requiring them to assume a number of 

different roles and there have been a number of attempts to classify what managers do. 

Guerrier (1999) states that management work is characterised by an unrelenting pace, 

variety, issues which are current, specific and non-routine, preference for verbal rather 

than written means of communication, and interactions with many internal and external 

contacts.  

 

Mintzberg’s (1973) observational research with 380 verbal contacts and 890 

pieces of mail during a five weeks study on five chief executives of five middle to large-

size American organisations (a consulting form, a consumer goods manufacturer, a 

technology firm, a hospital and a school system) identified ten separate managerial roles 

(see table 2-1) categorised into three main areas: interpersonal roles, informational roles 

and decisional roles.  
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Table 2-1 – Mintzberg’s (1973) Summary of Ten Roles 

Role Description Identifiable Activities from Study 

of Chief Executives 

Interpersonal 

Figurehead Symbolic head; obliged to perform a number 

of routine duties of a legal or social nature 

Ceremony, status requests, 

solicitations 

Leader Responsible for the motivation and activation 

of subordinates; responsible  for staffing, 

training, and associated duties 

Virtually all managerial activities 

involving subordinates 

Liaison Maintains self-developed network of outside 

contacts and informers who provide favours 

and information 

Acknowledgements of mail; 

external board work; other 

activities involving outsiders 

Informational 

Monitor Seeks and receives wide variety of special 

information to develop thorough 

understanding of organisation environment 

Handling all mail and contacts 

categorised as concerned 

primarily with receiving 

information  

Disseminator Transmits information received from outsiders 

or from other subordinates to members of the 

organisation 

Forwarding mail into 

organisation for informational 

purposes  

Spokesperson Transmits information received from outsiders 

on organisation’s plans, policies, actions, and 

results 

Board meetings, handling 

contacts involving transmission 

of information  

Decisional 

Entrepreneur Searches organisation and its environment for 

opportunities and initiates improvement 

projects to bring about change 

Strategy and review sessions 

involving initiation or design of 

improvement projects 

Disturbance 

Handler 

Responsible for corrective action when 

organisation faces important, unexpected 

disturbances 

Strategy and review sessions 

involving disturbances and crises 

Resource 

Allocator 

Responsible for the allocation of 

organisational resources of all kinds – in effect 

the making or approval of all significant 

organisational decisions 

Scheduling; requests for 

authorisation; any activity 

involving budgeting and the 

programming of subordinates 

work 

Negotiator Responsible for representing the organisation 

at major negotiations 

Negotiation 

 

Source: Mintzberg, H. (1973), p.92. 

 

The interpersonal role arises from the manager’s power and occurs when they 

deal with others as a figurehead or leader (Chareanpunsirikul and Wood, 2002). In the 

figurehead role, managers participate in social events, principally to lend them the status 



 15 

and dignity of the organisation, while the liaison function involves developing 

relationships outside the establishment. The informational role involves the managers 

receiving, storing and transferring information as a monitor, disseminator or 

spokesperson. Shortt (1989) describes the role ‘monitor’ for managers as one who scans 

the information flow and is a collector of information about the organisation. As a 

‘disseminator’, managers relay information to other people, and as ‘spokespersons’ 

managers pass on information to people outside the organisation. Chareanpunsirikul and 

Wood (2002) state, the decisional role incorporates making decisions about 

organisational activities. This role includes operating as an entrepreneur, disturbance 

handler, resource allocator and negotiator.  

 

Mintzberg (1973) reports that in the entrepreneurial role, a manager acts as an 

initiator and designer of much of the controlled change in their organisation, compared to 

the role of disturbance handler in which situations are beyond the manager’s control. He 

also argued that although managers use more than one managerial role, they tend to adopt 

one of the managerial roles as dominant. When a manager acts as a resource allocator, 

he/she authorises the decisions of others to guarantee a unified policy, mediate in internal 

conflicts and carry out discussions with people outside the officialdom (Shortt, 1989).  

 

Another management model was developed later in contrast and addition to 

Minztberg’s study and this was Sandwith’s (1993) competency domain model (Table 2-

2). Sandwith’s (1993) model acknowledged the following five skills: 
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Table 2-2 – Sandwith’s (1993) Competency Domain Model 

Interpersonal skills - communication skills such as listening, reflecting, questioning and 

expressing ideas, negotiation and conflict management, and written communication. 

Leadership skills - influence people and build effective work teams through enthusiasm, 

involvement and empowerment, and creation of trust 

Conceptual / creative skills - ability to understand complex issues, analyse and solve 

problems, develop a vision. 

Technical skills - related to skills required for the job. 

Administrative skills - skills needed to deal with the personnel and financial 

management aspects of the organisation. 

Source: Sandwith, P. (1993), p 45. 

 

Literature on hotel and club management will follow with studies that have 

utilised and examined elements of both models presented above. 

 

2.3 Hotel and Club Management 

 Club management has not been widely researched (Perdue, Woods and 

Ninemeier, 2001; Barrows and Hing, 2006) over the last 30 years. However, there have 

been numerous management studies in the hotel industry. Ley (1978) used structured 

observation to study the managerial activity employed in a major hotel chain and found 

that two managerial roles emerged; those of leader and entrepreneur. Arnaldo (1981) 

carried out a survey of 194 hotel managers in the United States, and the role of leader 

clearly absorbed more time than any of the other interpersonal roles and was found to be 

the most important role. Shortt (1989) undertook a study of 190 hotel managers in 

Northern Ireland and found that Mintzberg’s managerial roles of figurehead, negotiator 

and disseminator all received low ratings of importance in relation to managerial 
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effectiveness. The leader role was rated highly in perceived importance by the sample. 

Kim (1994) conducted a survey of 102 hotel managers in Korea and the study found that 

leadership was the most important role, while having a spokesperson was least important. 

Chareanpunsirikul and Wood (2002) used a mixed method to study hotel managers of 

luxury hotels in Thailand. They found that in terms of perception of time allocation, 

leader, resource allocator, disseminator, and the entrepreneurial roles were dominant. 

Shortt (1989) and Woods (1999) report that in the role of leader, hotel managers support 

and motivate subordinates to realise organisational objectives. Countryman and Horton 

(2006) also found that club managers believe that leadership is a characteristic that is 

desirable. Tracy and Hinkin (1996) and Hinkin and Tracy (2000) identified leaders as 

being able to classify and articulate a vision for an organisation, and their style can 

influence variables such as employee motivation. Woods (1999) stated that good leaders 

control problems using creative and technical skills such as a comprehension of 

ambiguity and a tolerance for change, whereas Wolvin (1994) states that interpersonal 

skills and high-quality communication are regarded as the benchmarks of hotel 

leadership. Perdue et al., (2001) also found that communication principles such as 

speaking, listening, and writing are very important competencies for club managers. 

Brownell (1992) suggests that managers who pilot their organisations through such 21st 

century realities, need values of internationalisation and technological understanding, and 

they must be excellent communicators. Nebel, Soon Lee and Vidakovic (1995) add that 

organisations have a vested interest in developing managers by appointing the very best 

communicators to the management positions. 
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2.4 Middle Management 

Middle-level managers have a very important role to play in the hospitality 

industry as they are in the interface between front-line employees and senior 

management, as well as serving customers. Since the 1980s, the nature of middle-level 

managers’ work has changed rapidly and dramatically (Holden and Roberts, 2004). It is 

assumed that middle-level managers have the opportunity to contribute to organisational 

success. As they are closer to the line employees, their work situation is especially 

demanding, often with longer working hours, and lower remuneration than middle 

managers in other professions (Kuruuzum, Anafarta and Irmak, 2008).  

 

Empowerment or psychological empowerment has become an important concept 

for middle-level managers. It impacts upon job satisfaction and the level of job turnover, 

as workers feel more committed to the organisational goals and objectives (Tschohl, 

1998). In addition, when managers are empowered, this reduces the need for complex 

(and indeed dysfunctional) systems of control, hence increasing efficiency. Unfortunately 

for middle-level managers, many hospitality organisations have responded to economic 

and technological pressures by restructuring and reducing layers of management (Staehle 

and Schirmer, 1992). As a consequence, there are generally fewer middle-level managers, 

and those that remain have the competing requirements of customer demands, employee 

needs and company policies (Tabacchi, Krone, and Farber, 1990; Stewart, 1994). Table 

2-3 below outlines the characteristics of middle-level managers in the hospitality 

industry. 
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Table 2-3 - Characteristics of Middle-Level Hospitality Managers 

Middle-level managers are seen to be: 

-  A listener, interpreter and implementer of strategy; 

-  A leader and teambuilder; 

-  An arbiter of disputes between staff; 

-  A motivator of staff; 

-  A creator of an effective working environment; 

-  A handler of a great deal of information; 

-  A coordinator; 

-  A communicator (interpersonal and in meetings); 

-  A checker and evaluator; and 

-  A resource allocator. 

 

Source: Holden and Roberts (2004, p. 273). 

 

Middle-level managers are the focus of change, with their position and vicarious 

responsibilities (Jackson and Humble, 1994). Middle-level managers’ expertise is 

increasing as they are required to develop new skills and knowledge; and accept new 

goals, standards and values. However, with the spread of empowerment, with initiatives 

such as Total Quality Management (TQM), customer service programmes, and business 

process re-engineering, their jobs have been increasing in complexity (Staehle and 

Schirmer, 1992; Watson, 1995). They are links in chains of power and compliance, 

coordinating and supervising other occupational experiences, functions and skills (Wright 

Mills, 1995).  
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2.5 Manager Demographics 

Demographics of a manager such as gender, age, experience and education have 

been proven to affect empowerment levels, job satisfaction, organisational commitment, 

turnover intentions and job turnover (Chitiris, 1990; Ladkin, 2002; Lowry, Simon, and 

Kimberly, 2003; Ng and Pine, 2003; Hancer and George, 2003; Sarker, Crossman, 

Chinmeteepituck, 2003; Aksu and Aktas, 2005; Furunes and Mykletun, 2005; 

Kazlauskaite, Buciuniene and Turauskas, 2006; Singh, Hu and Roehl., 2007; Barron, 

2008; Garrigos-Simon, Palacios-Marques and Narangajavana, 2008; Kim, Murrmann and 

Lee, 2009; Chan, Ng and Casmir, 2010; Fiksenbaum, Jeng, Koyuncu, and Burke, 2010; 

Gallardo, Sanchez-Canizares, Lopez-Guzman and Jesus, 2010; Gunlu, Aksarayli and 

Percin, 2010) 

  

 Mia and Patiar (2008) state that male and female managers tend to think, feel, 

value, and act differently from each other in the workplace, and therefore perceptions of 

empowerment, job satisfaction, organisational commitment, turnover intentions and job 

turnover may differ. Ng and Pine (2003) stated that the hotel industry demands the same 

skills of women and men, and that both female and male employees can succeed in the 

industry. However, studies have shown that women and men do not receive equal 

employment and promotion opportunities (Knutson and Schmidgall, 1999). Women tend 

to be satisfied with and committed to their jobs when they can interact with others who 

understand their role in the organisation, while men tend to be satisfied only when their 

performance itself is valued by others (Kim et al., 2009) 
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Chitiris (1988) noted that young people are less satisfied and motivated than older 

people due to unsatisfied early expectations. Rhodes’ (1993) findings showed that a 

positive linear relationship between age and job satisfaction occurs up to the age of 60. 

Furunes and Mykeltun (2005) noted that motivation to work is stronger among older 

workers. Sarker et al., (2003); Fiksembaum et al., (2010) found also that with an increase 

in age, tenure and experience, staff became more satisfied, confident and empowered in 

their job. Ronen (1978) suggested that intrinsic motivation in a job is a major contributor 

to changes in overall satisfaction of workers over time. However, Clarke, Oswald and 

Warr (1996) state that longer tenure or experience may result in boredom and low levels 

of satisfaction, and that there is a higher level of morale among younger workers in their 

jobs. However, this declines after the novelty recedes, and boredom sets in. Aksu and 

Atkas (2005) found no effect of age on satisfaction levels. 

  

With the hospitality industry being so competitive, there is a move towards 

employees who are more educated, so as to enable the delivery of international standards 

of service (Barron, 2008). Chitiris (1990) found that education affects the motivations of 

hotel managers. University degrees are now seen as being important. O’Mahony and 

Sillitoe (2001) found that those with formal qualifications had greater satisfaction in their    

jobs.  Aksu and Atkas (2005) also found that higher education levels have a positive 

effect on satisfaction levels. Lam et al., (2003) contradicts this posit by finding that well-

educated employees are less satisfied with their jobs than those with lower educational 

levels. Most writers conclude that higher educational profile employees expect more from 

their jobs than those with lower profiles (Harkison, Poulston and Kim, 2011). 
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2.6 The Development of Empowerment  

In the 1970s there was greater interest in industrial democracy, which emphasised 

workers’ rights to participate. Legislative support for worker directives, in much of 

Western Europe (excluding the United Kingdom) provided impetus for such structures 

(Drucker, 1988). By the 1980s, new forms of participation were developed with less 

concern for the concept of joint negotiation and with much greater emphasis on employee 

involvement, ie: quality circles, team briefing and profit sharing as part of a wider set of 

reforms in working practices (Kanter, 1983, 1989). However, it was not until the late 

1980s that the construct ‘empowerment’ emerged. This new management paradigm was 

emphasised by writers such as Drucker (1988) and Kanter (1989) and included 

debureaucratisation (end of hierarchy and prescriptive rules), delayering, decentralisation, 

and the utilisation of project-based teams, as part of a movement towards a new 

knowledge-based organisation. The new approach carried implications for people 

management. Employers were urged to move away from an approach based on 

compliance, hierarchical authority and limited employee discretion, to one where there 

was greater emphasis on high trust relations, teamworking and empowerment, with calls 

for employee commitment and the utilisation of workforce expertise (Walton, 1985; 

Hales, 1993, 2001; Tulloch, 1993; Mondros and Wilson, 1994; Hyman and Mason, 1995; 

Erstad, 1997; Greasley Bryman, Dainty, Price, Soetanto and King, 2005; Klidas, van den 

Berg, and Wilderom, 2007).  

 

The ‘quality management’ movement was also influential during this period. 

While its principles had been espoused and utilised in the late 1950s and 1960s, interest 
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peaked in the 1980s, and there appeared to be a strong message of empowerment 

(Wilkinson, Marchington, Ackers and Goodman, 1992, 1993; McCabe and Lewis, 1992; 

Hales and Klidas, 1998). Under Total Quality Management (TQM), continuous 

improvement is undertaken by those involved in a process, and this introduces elements 

of bottom-up issue identification and problem solving (Hill, 1991; Alpander, 1991). As a 

result, TQM may empower employees by delegating functions that were previously the 

preserve of more senior organisational members, as a result institutionalising 

participation on a permanent basis (Hill, 1991). Middle managers become facilitators, 

encouraging participation, teamwork and the delegation of responsibility and 

accountability. This helps foster pride, job satisfaction, and better work outcomes (Block, 

1986). The practice of continuous improvement is seen as increasing employee 

involvement in decision making.  

 

There is also a profoundly negative force which has driven the empowerment 

initiatives. In the 1980s and 1990s rationalisation and downsizing were common. In this 

context, empowerment became a business necessity as the destaffed and delayered 

organisation could no longer function as before (Hill, 1991). In this set of circumstances, 

empowerment was inevitable, as tasks had to be allocated to the survivors in the new 

organisation. Today, employee empowerment is utilised by many organisatons and it has 

received a great deal of attention from scholars and practitioners alike. It is considered a 

dynamic and complex phenomenon (Donavan, 1994; Lashley, 1996; Townsend and 

Gebhardt, 1997; Foster-Fishman, Salem, Chibnall, Legler and Yapchai, 1998; Sigler and 

Pearson, 2000).  
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2.7 Empowerment defined 

Employee empowerment is neither a new nor a simple management concept. 

Empowerment is a topic that has appeared in human resource, business, and management 

literature, and less frequently in the hospitality and tourism literature (Erstad, 1997). It is 

a complex management tool that has been researched for over 50 years, and when applied 

properly, can be effective in improving performance, productivity and job satisfaction 

(Sashkin, 1984; Rudolph and Peluchette, 1993; Conner, 1997).  

  

The meaning of empowerment has been the subject of great debate, and it remains 

a poorly defined concept. However, many researchers have provided various definitions 

of empowerment (Dainty, Byman and Price, 2002; Psoinos and Smithson, 2002). 

Mondros and Wilson (1994), and Russ and Millam (1995) argued that the term is rarely 

defined clearly, and is frequently used rhetorically. The original meaning of 

empowerment is to authorise and give power to individuals (Tulloch, 1993).  

 

Conger and Kanungo (1988) define empowerment as the motivational concept of 

self efficacy, whilst Thomas and Velthouse (1990) disagree, arguing that empowerment 

is in fact multifaceted and cannot be captured by a single concept. Bell and Zemke (1988) 

and Sternberg (1992) state that empowerment is the self-generated exercising of 

judgement, and giving authority to make everyday decisions. Other researchers comment 

that empowerment refers to some aspect of command and control over decision making, 

authority over work processes, command over performance goals and/or domination over 

other people (Beer, 1991; Parker and Price, 1994; Pfeffer, 1994; Fulford and Enz, 1995). 
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Spreitzer (1995) defines empowerment as a psychological mindset that includes the fit 

between one’s job and one’s personal values. It is the belief that one has the necessary 

knowledge and skills to perform the job well, so as to make a positive difference in the 

organisation. 

 

Lashley (1996) defines empowerment in relation to an organisation’s purpose for 

operationalising the strategy. Lashley (1997) and Erstad (1997) state that empowerment 

is deployed to achieve greater employee commitment, to gain information from 

employees, improve the bottom-line, and to increase responsiveness to customers. 

Employee empowerment is said to benefit all organisations (Greasley et al., 2005). The 

fast moving global economy requires that organisations learn and adapt to change 

quickly, and employees have an important part to play. This is particularly true in modern 

service organisations. The empowered employee is said to respond more quickly to 

customer service requests, act to rectify complaints, and to be more engaged in service 

encounters. Despite this, managers have frequently been accused of being resistant to 

empowerment, as it could be perceived as relinquishing power (Pastor, 1996; Denham, 

Ackers and Travers, 1997). This fear of loss of power may be particularly prominent 

when job losses are prevalent as organisational structures become flatter. Similarly, 

previously disempowered employees may fear the increased levels of responsibility and 

accountability (Johnson, 1994). 
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2.8 Empowerment - Middle Management 

One of the features of empowerment literature is the relative lack of interest in the 

middle-management perspective. Previous studies have included examinations of front-

line or upper management perspectives (Lashley, 1999; Fenton-O’Creevy 2001; Jarrar 

and Zairi, 2002; Nesan and Holt, 2002; Psoinos and Smithson, 2002). Empowerment has 

allowed middle-level managers to have more control over budgets and human resource 

management (HRM) activities, and greater autonomy in their day to day operations 

(Lashley, 1997). This has been reinforced by senior management empowering middle-

level managers to make decisions, as they are closer to the customer (Psoinos and 

Smithson, 2002). Middle-level managers also have more line authority over individuals 

in their teams and departments. They also assess employees, recommend training and 

development programmes, and promote employees. They may even influence salary and 

other rewards (Staehle and Schirmer, 1992). 

 

Handy (1994) states that the severity of the change process is placed on middle-

level managers, and this has made it difficult for them to perform their roles effectively; 

particularly with the added burdens of devolved human resources and other functions. As 

organisations react to the pressures of change by restructuring and removing layers of 

management, middle-level managers see their workloads not only increasing, but also 

becoming more complex and demanding than ever before (Stewart, 1991; Staehle and 

Schirmer, 1992). 
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Some middle-level managers can feel increasingly disempowered as they are 

permanently subjected to senior managers’ targets and goal setting (over which they have 

very little control). There is also an increasing feeling of impermanency, as there are no 

longer ‘jobs for life’ (Holden and Roberts, 2004). This has been underscored by the 

increase in the level of turnover of hospitality middle-level managers (Davidson, and 

Timo, 2006). 

 

2.9 Empowerment Research in the Hospitality Industry 

 Empowerment enables employees to make decisions and take responsibility. 

These are the reasons why managers in hospitality are interested in this phenomenon; 

because it has generally been associated with gaining a competitive advantage through 

improvements in service quality (Hubrecht and Teare, 1993, Lashley and McGoldrick, 

1994). This means that employees can take ownership of the service encounter and their 

want to delight the customer (Barbee and Bott, 1991; Lashley, 1995b). However, 

attempts to gain competitive advantage through service quality can present some major 

problems for service operators. In the first instance, there are difficulties in defining the 

successful service encounter, particularly with the intangible concept of customer 

satisfaction. Customers vary considerably in their expectations of service quality (Rust 

and Oliver, 1994).  

 

Apart from high labour turnover in many of these organisations, any attempt to 

compete on service quality cuts across the inflexibility of the production line approach 

(Lashley, 1994). Even with the most standardised operation encounters, it is difficult to 
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predict the response at the point of service. Employees need to sense their own power and 

the significance of their role in the service encounter (Fineman, 1993). It is here that 

empowerment of employees seems to offer the prize of generating feelings of 

commitment to the service encounter, with the appropriate amount of power (and the 

freedom to use that power) to meet customer needs as they arise (Barbee and Bott, 1991; 

Van Oudtshoorn and Thomas, 1993). Empowered employees are willing to take 

responsibility for the service encounter, and they respond more quickly to customer 

needs, complaints and changes in customer tastes (Barbee and Bott, 1991). An 

empowered organisation will experience lower labour turnover with higher levels of staff 

morale. Their employees will take responsibility for their own performance, and its 

improvement (Barry, 1993; Cook, 1994).  

 

Lashley (1996, 1997) writes of the gap between management’s intention in using 

empowerment strategies, and employees’ experiences with empowerment in the 

hospitality sector. If employees interpret empowerment as added responsibility and an 

increased workload without a corresponding reward (whether monetary or nonmonetary), 

they are unlikely to respond positively to it. Empowerment should be a matter of choice 

and not obligation.  
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2.10 Benefits and Barriers of Empowerment 

 The benefits of empowerment can be broadly divided into two areas, benefits for 

the organisation, and benefits for the individual. Nykodym et al., (1994) found that 

employees who consider themselves empowered have reduced conflict and ambiguity in 

their roles, as they are able to control (to a certain extent) their own environment. 

Cacioppe (1998) suggests that empowered employees have a higher self-esteem. This 

makes them feel good about themselves, as they serve guests and meet their needs. 

However, the measurement of non-monetary benefits is very difficult to achieve. Unlike 

organisational benefits which can be measured using objective facts, individual benefits 

are much more subjective and complex (Conger, 1989). 

  

Jackson (1983) claims that previously disempowered employees may resist 

empowerment, because they fear there will be increased levels of responsibility and 

accountability. Further, employees may consider empowerment to be just empty rhetoric;  

yet another management attempt to exploit them. Therefore, it is hardly surprising that 

employees may be reluctant and suspicious of such management schemes.  

  

Without the opportunity of empowerment, employees can feel that their jobs are 

robotic; particularly if the work that they are doing is repetitive and monotonous. 

However, if employees feel that they are empowered, they are more likely to take pride in 

their work, going well beyond the boundaries of mere duty (Greasley et al., 2005). The 

higher the level of self-esteem and confidence, the more probable it is that the employees 

will accept empowerment. It makes them feel more competent and able to accept  
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increased involvement (Denham et al., 1997). There is a clear link between 

empowerment and self-esteem, indicating that this perceived softer emotional response 

can have practical consequences. 

 

2.11 Process of Psychological Empowerment 

The work of Conger and Kanungo (1988) is often used as a starting point in the 

literature on psychological empowerment. Their research on empowerment as a 

psychological dimension moves away from the traditional study of management practices 

and instead emphasises employees’ perceptions and experiences of empowerment. 

Through such an approach, the emphasis is upon perceptions and beliefs of power, 

competence, control and self-efficacy (Lord and Maher, 1989; Psoinos and Smithson, 

2002).  

 

Their study of empowerment was divided into two approaches: a) the relational 

approach to empowerment b) the motivational approach to empowerment. The 

relationship approach implied that decentralisation of power and authority enables 

workers to have control and take part in the decision-making process (Bennis, 1984; 

Conger and Kanungo, 1988; Kizilos, 1990; Logan, Harlet, Pastor, Wing, Glasman, 

Hanson, Collins, Cleary, Miller and Hegedahl, 1996; Noehoff, Moorman, Blakely and 

Fuller, 2001). The relational approach therefore allows employees to perform with much 

more discretion and autonomy in their jobs. This approach also increases employees’ 

problem-solving capacity, helping them to realise their full potential (Kanter, 1983; 

Klagge, 1998). The motivational approach refers to self determination and self efficacy, 
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and the concept of psychological empowerment is emphasized (Deci, 1975; Bandura, 

1982, 1986). Bandura’s (1986) self-efficacy theory is the foundation of Conger and 

Kanungo’s definition of process empowerment. Self-efficacy, which is a central construct 

in Bandura’s Social Learning Theory, refers to people’s competence, or confidence in 

their ability to perform well in a specific job or task (Bandura, 1997).  

 

When explaining the process of empowerment, Conger and Kanungo identified 

five stages (table 2-4) that were later named by Kanungo (1992) as a diagnostic checklist 

for managers.  

Table 2-4 - Process of Psychological Empowerment 

Stage 1 

 
Stage 2 

 

Stage 3 Stage 4 Stage 5 

Conditions 

leading to a 

psychological 

state of 

powerlessness 

The use of 

managerial 

strategies and 

techniques 

To provide 

self-efficacy 

information to 

subordinates 

using four 

sources 

Results in 

empowering 

experience of 

subordinate 

Leading to 

behavioural 

effects 

 Organisational 

factors 

 Supervision 

 Reward 

system 

 Nature of job 

 Participative 

management 

 Goal setting 

 Feedback 

system 

 Modeling 

 Contingent/ 

competence- 

      based reward  

 Job 

enrichment 

 Enactive 

attainment 

 Vicarious 

experience 

 Vicarious 

persuasion 

 Emotional 

arousal and 

 Strengthening 

of effort- 

performance 

expectancy or 

belief in 

personal 

efficacy 

 Initiation/ 

persistence 

of behaviour 

to 

accomplish 

task 

objectives 

    Remove 

conditions 

listed under 

Stage 1 

  

 

Source: Conger and Kanungo (1988, p. 473). 



 32 

There are four main conditions at Stage one, leading to a psychological state of 

powerlessness. The first condition contains organisational factors that influence the 

extent to which individuals have the possibility of acting in a responsible way. 

Supervisory style, reward systems and job design are identified as conditions that cause 

powerlessness in organisations. Stage two suggests that implementing management 

techniques, such as modelling, goal setting, job enrichment, participative management, 

and contingent/competence-based rewards, helps individuals reduce the feeling of 

powerlessness they might have experienced at stage one of the model. At stage three, 

subordinates are provided with self-efficacy information, by using enactive attainment, 

vicarious experiences, verbal persuasion and emotional arousal; thus the conditions 

causing powerlessness will be removed, and this will cause individuals to feel 

empowered in stage four. Stage five is the behavioural effects that stem from the 

empowering experiences of subordinates. In this stage, subordinates are empowered, and 

their self-efficacy is assumed to be increased. These individuals feel more satisfied with 

their jobs, become more productive, and contribute to the organisation to a larger extent 

(Kanungo, 1992). 
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2.12 Cognitive Model of Empowerment 

Thomas and Velthouse (1990) presented a cognitive model of empowerment 

(figure 2-2), following Conger and Kanungo’s (1988) study of empowerment.  

 

 

Figure 2-2 - Cognitive Model of Empowerment 
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Source: Thomas and Velthouse (1990, p. 670). 
 

 

Thomas and Velthouse (1990) defined empowerment as an increased intrinsic 

task motivation, and outlined four cognitions which they claim are the basis of worker 

empowerment, ie: impact; competence, meaningfulness and choice. They conceptualise 
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-  

Behaviour 

- Activity 

- Concentration 

- Initiative 

- Resiliency 

- Flexibility 



 34 

empowerment in terms of changes in cognitive variables (task assessments) which 

determine the motivation of individuals.  

 

The model consists of six elements, three of which comprise the central part. The 

core is an ongoing cycle of environmental events (element 1) or outcomes influenced by 

behaviour (element 3), and task assessments (element 2) such as impact, competence, 

meaningfulness, and choice. The consequences of the person’s behaviour or conditions 

and events pertinent to future behaviour are made by feedback available from the 

environmental events (element 1). The task assessments (element 2) correlate with the 

global assessments (element 4), and are considered as interpretations or constructions of 

reality. The global assessments (element 4) are more general than specific task 

assessments, and are assumed to be inductive generalisations from past task assessments. 

Interpretive styles (element 5) produce additional data for task assessments (element 2), 

while interventions (element 6) in this model are environmental events and patterns that 

can affect one’s interpretation of data, and these are purposely modified in order to 

produce empowerment. 

 

Empowerment is a psychological state that exists solely within the mind of the 

individual person. ‘Impact’ is the degree to which the behaviour is considered to make a 

difference in accomplishing a task in one’s work environment. ‘Competence’ refers to the 

degree to which a person can perform task activities when he or she makes an effort. 

Bandura (1977) suggests that competence is a belief that one possesses the skills and 

abilities to perform in a job which is needed in an individual’s interaction to their 
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environments. ‘Meaningfulness’ relates to the value of the task goal or purpose. A 

person’s perception about how meaningful are the tasks in their job, affects their 

satisfaction and feelings of empowerment (Lawler, 1983; Thomas and Velthouse, 1990; 

Spreitzer, 1995; Spreitzer, Kizilos, and Nason, 1997; Robbins, Crino and Fredendall, 

2002). External factors affecting people’s cognitions about how they feel, are important 

as well. Job meaningfulness has been linked to job satisfaction, and a positive 

relationship has been found between job satisfaction and employee empowerment as 

related to service employees (Hackman and Suttle, 1977; Fulford and Enz, 1995; Koberg, 

Boss, Senjem and Goodman, 1999; Hancer and George, 2003). Perceived choice or self-

determination is a sense of choice in the initiation and regulating of actions. People who 

experience higher levels of self-determination (or believe they have a choice) tend to be 

more motivated to exercise control over their environments, because they believe 

themselves to have a more internal locus of causality (Deci and Ryan, 1985).  

 

2.13 Psychological Empowerment 

Spreitzer (1992) concentrated on the construct development and validation of 

empowerment, using the four task assessments (impact, competence, meaning and 

choice) to operationalise, define, and measure psychological empowerment. She tested 

the effects of empowerment on specific behaviours by investigating and validating the 

antecedent conditions and intervention strategies. Her findings supported Thomas and 

Velthouse’s (1990) task assessments which were again identified. They include a sense of 

meaning, a sense of competence, a sense of self-determination and a sense of impact. The 

indicated antecedents and outcomes with the four dimensions of empowerment 
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established a framework for Spreitzer (1992). A series of studies over many years 

examined by Spreitzer and colleagues, have made significant impacts on the development 

of research on psychological empowerment. Cyboran (2005) later conducted a study 

using her dimensions, which provided an explanation of the psychological empowerment 

dimensions, using definitions and sample questions (See table 2-5). 

 

Table 2-5 - Psychological Empowerment Dimensions 

Definitions of the Components of Psychological Empowerment and Sample Questions 

  

 Meaning Sample Question 

Meaning The value of a work goal or purpose,  The work I do is very important to me 

  judged in relation to an individual's own ideals   

  
or standards 
   

Competence Is equated with self-efficacy and described as, I am confident about my ability to do my  

  an individual's belief in his or her capacity to job 

  perform activities with skill   
Self-
determination An individuals sense of having choice in I can decide on my own how to go  

  
initiating and regulating actions 
 about doing my job 

Impact The degree to which an individual can influence I have significant influence over what 

  strategic, administrative, or operating outcomes happens in my department 

  in the organisation or larger environment   

      

 

Source: Cyboran (2005, p. 41). 

 

 

The four dimensions represent the psychological perspective of empowerment 

where the relational perspective of empowerment is represented by social-structural 

components such as organic structure, organisational support, access to strategic 

information, access to organisational resources, and organisational cultural  antecedents 

(Cyboran, 2005). Behavioural outcomes of empowerment include innovation, upward 

influences and self and managerial effectiveness (Cyboran, 2005). Due to these studies, 



 37 

additional insights into psychological empowerment have been achieved, as well as 

understanding many unexplored issues.  

 

2.14 Organisational factors affecting empowerment 

After examining the literature on organisational factors that affect empowerment, 

recent hospitality studies (Wilkinson, 1998; Hancer and George, 2003; Klidas, van den 

Berg and Wilderom, 2007; Ro and Chen, 2011) have discussed information, 

communication, training, and trust, and these are therefore deemed important and 

relevant factors to examine in this study.  

 

2.14.1 Information and Communication 

For employees, information sharing and access to information are deemed critical 

in determining when and how empowerment is implemented (Bowen and Lawler, 1992, 

1995; Ashness and Lashley, 1995; Randolph, 1995; Spreitzer, 1995; D’Annuzio-Green 

and MacAndrew, 1999). Information needs to be distributed to allow middle-level 

managers to have a clear understanding of their role, and to perform their job. In order to 

help middle-level management understand the business, senior management should assist 

them by making them aware of all aspects through the communication of important and 

vital information. The cohesiveness of teams can facilitate the communication and 

information-sharing required for participation in the decision making process (Melhem, 

2004). Organisations with a teamwork culture are more likely to implement employee 

empowerment (Baird and Wang, 2010). Bowen and Lawler (1992, 1995) emphasise the 
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need for effective information flow among organisational members, and state that 

employees will feel committed when they are informed about their organisation. This is 

especially important in the service industry, where job turnover and competition are 

relatively higher than they are in other industries (Davidson and Timo, 2006). 

 

2.14.2 Training 

Training can be costly for hospitality organisations, However, it is a very 

important aspect as it can provide businesses with a competitive advantage. It is a 

systematic process of changing behaviour, knowledge and motivation (Singh, Hu and 

Roehl, 2007). New skills learnt from training can improve the self-confidence of 

managers. Managers cannot be expected to improve and perform efficiently and 

effectively without some type of training. Training may lead to lower staff turnover by 

employees staying longer and because of feelings of being treated more fairly (Poulston, 

2008). An integral part of a training program should contain detailed descriptions of the 

products and services of a hotel or club, its competitors, and other important aspects 

(Bowen and Lawler, 1995). Training and coaching efforts in organisations help 

employees develop skills and confidence, which in turn increases their motivation and 

commitment (Ashness and Lashley, 1995). A commitment from a business to train 

employees in skills is necessary, and better trained employees are more likely to 

understand the specific demands of the job. Training is also likely to influence 

psychological empowerment through perceptions of support and as a result of increased 

commitment to the organisation (Robbins et al., 2002; Baird and Wang, 2010). 
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2.14.3 Trust 

 Trust is an element that affects organisational behaviour. A trusting relationship is 

considered a powerful and efficient organisational tool (Culbert and McDonough, 1986). 

Greasley et al., (2005) stated that employees indicate that trust is a way in which 

empowerment can be achieved. By giving employees the opportunity to make decisions 

and to feel trusted, it is possible that they can feel empowered and enhance their self-

efficacy as well (Brockner, Segel, Daly, Tyler and Martin, 1997; Randolph, 1995; 

Greasley et al., 2005; Ergeneli, Ari and Metin, 2006). Employees recognise that trust is 

demonstrated through the level of monitoring, and the less they are monitored the more 

they feel trusted (Brockner et al., 1997). Andrews (1994) claims that a lack of trust within 

an organisation is a key element of failure, preventing empowerment efforts from 

resulting in success. 

 

2.15 Job Satisfaction 

Organisations for many years have been interested in what determines an 

employees’ satisfaction or dissatisfaction with their job. Many researchers have 

investigated the many aspects and characteristics of a job, and how they may relate to job 

productivity and turnover. Job satisfaction is considered the most often researched 

organisational variable in the organisational behaviour literature, with 3,350 articles 

written on job satisfaction between 1957 and 1976 (Locke, 1976). 

 

Many theorists have developed their own models of job satisfaction, and they will 

follow. Herzberg, Mausner and Synderman’s (1959) Two Factor theory is based upon a 
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study conducted to explore the factors influencing job satisfaction. A study by Herzberg 

(1987) concluded that there were two kinds of job-related factors (see table 2-6) in job 

satisfaction and dissatisfaction. 

 

Table 2-6 – Motivation-Hygiene theory 

Motivation – Intrinsic Factors           Hygiene – Extrinsic Factors_____________ 

1. Recognition    1. Interpersonal relations 

2. Achievement    2. Working Conditions 

3. Responsibility   3. Salary – Compensation 

4. Advancement    4. Company Policy / Administration 

5. Work Itself    5. Supervision 

      6. Job Security 

 

Source: Herzberg (1987, p. 114). 

 

 

Motivators or intrinsic factors are related to the content of the job, and are 

considered to satisfy people’s psychological needs for recognition, responsibility, 

advancement, achievement, and the work itself. These intrinsic factors are also called 

‘satisfiers’. The hygiene or extrinsic factors relate to the job environment. They include: 

compensation, supervision, working conditions, interpersonal relations, job security and 

company policies. These factors can generate dissatisfaction when they are lacking.  

 

Kovach (1987) found that interesting work has become more important than 

wages over a period of 40 years. Holt (1993) suggests that intrinsic motivators normally 

carry more weight than the extrinsic motivators. Intrinsic motivators such as work itself, 

advancement and recognition, have been proven to be positively correlated to job 
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satisfaction (Sui, Tsang and Wong, 1997; Lam and Zhang, 2003; Yang, 2010). However, 

Tony and Cathy (1995); Lam et al., (2001); Aziz, Goldman and Olsen (2007) found that 

extrinsic factors such as financial reward and good working conditions are more 

important than intrinsic factors to motivate employees in the hospitality industry.  

 

Victor Vroom in 1964 developed the expectancy theory and this has served as a 

theoretical foundation for many studies in the psychology of organisational behaviour 

(Chiang and Jang, 2008). The theory is intended to explain how a person makes decisions 

on various behavioural alternatives. He believes that human behaviour is a function of 

two factors; perceived value of the reward that certain behaviours will yield, and the 

expectation that certain behaviours will actually yield that reward. The motivational force 

for a behaviour, action or task, is a function of three distinct perceptions: expectancy, 

instrumentality and valence. Expectancy is the perceived probability that a certain effort 

will lead to a good performance. Instrumentality is the perceived probability that the good 

performance will lead to desired outcomes, whilst valence refers to the value that a 

person will place on the reward (Vroom, 1964).  

 

This theory is generally supported by empirical evidence and is commonly used in 

the workplace (Tien, 2000, Vansteenkiste, Lens, Witte and Feather, 2005). Van Eerde 

and Thierry (2006) do suggest however that the validity of this theory remains a little 

questionable, because a lack of a strong theoretical framework on employee motivation 

may negatively affect the validity of the model. However, it has been known to be used 

with the linking of rewards for organisational performance. This can achieve the desired 



 42 

employee behaviour change with higher levels of motivation, and this can result in 

increased commitment towards their organisation (Cunningham and Wyman, 1999; Baird 

and Wong, 2010). Employees understand if they work hard, their performance will 

improve, and when they are motivated, they will put more effort into their job, enhancing 

their productivity and the quality of their performance (Chang and Jang, 2008). 

 

Another dominant theory is Adam’s (1965) Equity theory, which states that 

people want a balance between their inputs and outcomes, as compared to others. This 

theory suggests that employees develop perceptions of how they are treated in the 

organisation, compared to others (Kabanoff, 1991; Shore, 2004). In this theory, inputs are 

what individuals believe they bring to a task, whilst outcomes are what people believe 

they should receive, given their inputs. If there is balance, the job satisfaction of an 

employee will increase as their perception of the return for their input increases (Lawler, 

1983). The equity theory (for example) then suggests that employees’ perceptions of 

equal pay play a major role in determining attitudes and behaviours concerning 

employment, because individuals attempt to equate their ratios of outcomes to inputs, 

with the ratios of relevant others. If workers believe that their efforts are being under-

rewarded in comparison to their colleagues’ efforts, they will attempt to restore balance 

by either securing additional rewards, or reducing their efforts (Farkas and Anderson, 

1979; Bradt, 1996; Griffith, 1996). In addition, it has been found that if a colleague is 

being paid more than themselves for the same work, the employee is likely to be 

disillusioned and therefore less committed (Rhodes and Steers, 1981). 
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In an organisation, equitable promotions and rewards have been found to 

automatically increase job satisfaction and the productivity of staff (Aksu and Aktas, 

2005). Equity theory however has been empirically analysed in Eastern cultures, and 

researchers discovered that equality, not equity, was the norm of choice (Leung and 

Bond, 1984; Mahler, Greenberg & Hayeshi, 1981). Under an equality rule, rewards are 

distributed equally to all members involved in the group performance, regardless of 

individual contributions. These studies led to the dichotomous interpretation of allocation 

values: Westerners prefer equity and Easterners prefer equality. Chen (1995) stated that 

an equal allocation rather than equitable distribution of rewards, is more likely to foster 

group harmony and loyalty. 

 

In 1970, Abraham Maslow, a founder of the school of humanistic psychology and 

the leader of the modern personal-growth movement, believed that human needs are 

arranged in a graded series (Zemke, 1988; Huang and Hsu, 2009). Typically according to 

this theory, people will try to fulfil a higher order need, once a lower order need has been 

satisfied. Maslow’s (1970) Hierarchy of Needs Theory was organised into five 

categories: See figure 2-3 for the five categories. 
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Figure 2-3 – Hierarchy of Needs Theory 

 

 

 

 

 

 

 

 

 

 

 

Source: Zemke (1988, p 6). 

 

The lowest level includes the psychological needs that are the essentials which 

include breathing, eating, drinking and physically surviving. Maslow claims that they are 

the first priority of the human being and that nothing else is desired until they are 

satisfied. Once these needs are satisfied, safety needs such as security, structure, and 

order become important. Having a job that felt secure and stable would be an example of 

this need. The third level comprises of the social needs of a human being, such as loving, 

being loved, and having relations with others. He also said that social needs become 

primary motivators after the satisfaction of safety and psychological needs.  
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Zemke (1988) said that feeling part of the team and being valued could be given 

as an example of the social needs in the workplace. Self-esteem is the fourth level in the 

hierarchy. Satisfaction of the need for self-esteem helps in maintaining self-confidence, 

self-respect, and esteem for others. After these four needs are satisfied, the final need, 

self-actualisation, is realised. Self-actualisation or self-fulfilment is considered as the 

pinnacle of human needs (Maslow, 1970). This is the last stage where an individual 

believes that he or she has achieved their life-long goals. As a person moves through each 

stage of the hierarchy, it tends to become progressively more difficult to successfully 

fulfil the needs of each higher level (Maslow, 1970). This is why he believes that very 

few people actually reach the level of self-actualisation, and that it is a lifelong process 

for the very few people who do.  

 

Hofstede (1980) criticised this theory as reflecting an individualistic view of the 

world, with self actualisation being the pinnacle of the hierarchy. Some Asian cultures 

believe group loyalty, family and national unity are very important within a collectivist 

society, and therefore this theory may not apply (Nevis 1983). 

 

Hackman and Oldham’s Job Characteristics theory suggests that personal and 

organisational outcomes are influenced by five job characteristics. Job characteristics 

refer to the content and nature of the job tasks themselves (Hackman and Oldham, 1975; 

1976; 1980). Kahn (1992) and Spector (1997) state that jobs that are high in core job 

characteristics allow employees to be more engaged or satisfied with their jobs. These 

core job characteristics are included in the table 2-7 below. 
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Table 2-7 – Job Characteristics Theory 

 

1. Autonomy (the freedom employees have to do their job as they see fit);  

2. Task identity (whether or not an employee does an entire job or a piece of a job);  

3. Task significance (the impact a job has on other people);  

4. Skill variety (the number of different skills necessary to do a job); and  

5. Job feedback (the extent to which it is obvious to employees that they are doing their 

jobs correctly  

 

Source: Spector (1997, p33) 

 

According to this theory, jobs become more meaningful, enjoyable and rewarding 

when people are more motivated to execute a particular job or task (Hackman and 

Oldham, 1976; Spector, 1997). The job diagnostic survey was developed to evaluate 

these theoretical characteristics, and the researchers found that a mixture including most 

of these characteristics predicted job satisfaction (Hackman and Oldham, 1975).  

 

Pierce and Dunham (1976) suggest that researchers should not assume the 

dimensionality and rationale of this theory without empirical evaluations, as some authors 

(Roberts and Glick, 1981; Idaszak and Drasgow, 1987) have discovered abnormalities 

with certain items. Lee-Ross (1998) critiqued this theory and results suggested that the 

model and survey are reliable and valid for examining motivation and job satisfaction for 

hotel employees. Other studies have used this theory as a basis, and report that additional 

variables such as work context, locus of control and informal group formation are 

important as moderators (Ferris and Gilmore, 1984, Lim and Teo, 1998, Lee-Ross, 1999) 
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Job satisfaction can also be determined via intrinsic and extrinsic motivation 

factors similar to the motivation (intrinsic) and hygiene (extrinsic) factors of Herzberg’s 

theory. Intrinsic motivators can be provide satisfaction in a job where employees’ 

feelings are being satisfied; such as feelings of accomplishment and enjoying the work, 

whereas extrinsic motivators are factors such as remuneration, promotion and security 

(Naumann, 1993; Blau, 1999). Pritchard and Peters (1974) stated that intrinsic 

satisfaction is the conceptualisation of the actual job duties that a person performs, 

whereas extrinsic satisfaction arises mostly from the social interactions of the worker 

with the organisation. Intrinsic and extrinsic rewards accrue as a result of job 

performance and effort. An example of an intrinsic reward is self-fulfilment or self-

esteem, whilst extrinsic rewards are distributed by some external agent such as a boss or 

senior manager. The intrinsic-extrinsic job factor dichotomy has also been emphasised in 

this literature by many of the theories discussed. Literature on job satisfaction is 

prevalent, and it can occur many ways as indicated by the many theories of job 

satisfaction. These have now been analysed and provided. 

 

2.16 Job Satisfaction and Empowerment 

Job satisfaction is vital for employees in hospitality organisations. If employees 

feel empowered, this may assist them to feel satisfied with their jobs and the 

organisations that they work in. The outcomes of certain organisational behaviour for 

employees in manufacturing and service businesses have led many researchers to 

conclude that there is a positive relationship between an employee’s job satisfaction and 

his/her feelings of empowerment (Fulford and Enz, 1995; Rogers, Clow and Kash, 1994; 
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Spreitzer et al., 1997; Hancer and George, 2003; Holdsworth and Cartwright, 2003, Lee 

and Way, 2010). 

 

As noted previously, there have been links in previous research, between job 

satisfaction and the four employee empowerment dimensions (impact, meaningfulness, 

competence and self-determination) For example, a link between meaningfulness of work 

and work satisfaction was found in the literature. Herzberg (1966); Spreitzer et al., 

(1997); Hackman and Oldham (1980) and Thomas and Tyman, (1994)  reported that  

individuals who think that their work is meaningful report more satisfaction, and also it 

was suggested that those who feel more capable in their work usually feel more satisfied 

with their job.  

 

2.17 Job Satisfaction, Organisational Commitment, 

Turnover Intentions and Job Turnover 

In the hospitality industry, pay is often low, hours are long, and weekend work is 

common. Because of this and other factors, job turnover is high (Davidson and Timo, 

2006). Job turnover is a troubling issue for hospitality organisations (Ghiselli et al., 2001) 

where employees can constitute a competitive advantage, and therefore it is important for 

hotels and clubs to make sure employees are satisfied and committed to decreased 

turnover. Turnover intention has emerged as a strong precursor, and there are conformed 

linkages between turnover intention and the actual behaviour of leaving the job (Joo and 

Park, 2010). The relationship between job satisfaction, organisational commitment, 

turnover intentions and job turnover, has been explored by a number of researchers 
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(Porter, Steers, Mowday and Boulian, 1974; Meyer and Allen, 1991; Cohen, 1991; Cohen 

and Hudecek, 1993; Meyer, Allen and Smith, 1993; Mueller, Finlay, Iverson and Price, 

1999; Carbery, Garavan, O’Brien, and McDonnell, 2003; Tutuncu and Kozak, 2007; 

Wright and Bonett, 2007; Joo and Park, 2010; Gunlu, Aksarayli and Percin, 2010; 

Slatten, Svensson, and Svaeri, 2011).  

 

Job turnover can be defined as a voluntary or involuntary permanent withdrawal 

from an organisation. Organisational commitment is the degree to which an employee 

feels loyalty to a particular organisation, based on certain organisational factors (Price, 

1977, 1997; Allen and Meyer, 1990; Mueller, Wallace and Price, 1992). Hinkin and 

Tracy (2000) and Simons and Hinkin (2001) suggest that many hospitality organisations 

are convinced that excessive job turnover is a costly phenomenon, strongly associated 

with decreased hotel profits. Igbaria and Greenhaus (1992) claim that job satisfaction and 

organisational factors are the most immediate determinants of job turnover intentions. It 

is commonly stated that job satisfaction and organisational factors affect organisational 

commitment, and that organisational commitment affects job turnover intentions 

(Randall, 1990; Mathieu and Zadaj, 1990; Brown and Peterson, 1993). 

 

Werbel and Gould (1984); Lam, Zhang and Baum (2001); Chiang and Jang 

(2008); Lee and Way (2010) and Nadiri and Tanova (2010) suggest that employees who 

are both satisfied with their jobs and committed to their organisations, are considered to 

be stable within their organisations. Russ and McNeilly (1995) and Ghiselli et al., (2001) 

suggested that this relationship is extensively affected by several factors, such as type of 
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occupation, education, skill level, working conditions, age of employee, experience, and 

gender.   

 

Hinkin and Tracy (2000) suggest that job turnover may not always be harmful for 

hospitality organisations, and when low performers leave their jobs, this could be good 

for the organisation. New employees to the organisation bring about change, with new 

ideas and thoughts and enthusiasm for their new job. Poulston (2005) suggests also that 

hospitality organisations have been known to use constructive dismissal (forcing of an 

employee to leave) when there is poor performance. In some cases, this may be classified 

as unfair dismissal, which can be unfortunate for the employee but advantageous for the 

employer. 

 

2.18 Summary 

 This literature review has discussed the literature on antecedents of management 

theories, management, hotel and club management, middle management, manager 

demographics, empowerment, psychological empowerment, organisational factors 

affecting empowerment, job satisfaction, job turnover, and turnover intention. 

 

Theories of management beginning with F.W Taylor being described as the father 

of scientific management, were initially discussed. However, scientific management 

whilst successful in boosting productivity, left some workers alienated and that was 

reflected by higher labour turnover and absenteeism. Mayo and his associates advanced 

human relations by exposing a more participatory process in the workplace.  
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Later McGregor (Theory X and Y) and Herzberg (Two-factor theory) found also 

that management by direction does not work, and the new flexible paradigms provide a 

flattened and leaner structure with many competitive advantages. This saw employees 

closest to the customer/product as being best placed to make decisions, as service and 

standard of work became higher. 

 

Mintzberg’s (1973) managerial roles and Sandwith’s (1993) model were used as a 

starting point in the management literature. The managerial roles included the 

interpersonal role, informational role, and decisional role. The interpersonal role arises 

from the manager’s official power and occurs when managers deal with others as a 

figurehead, leader, or in liaison. The informational role involves the managers receiving, 

storing and transferring information as a monitor, disseminator or spokesperson, whilst 

the decisional role incorporates making decisions about organisational activities. This 

role includes an entrepreneur, disturbance handler, resource allocator or negotiator 

(Chareanpunsirikul and Wood, 2002). Sandwith (1993) developed a model comprising of 

five skills that management often require. These include interpersonal, leadership, 

conceptual/creative, technical, and administrative skills. 

 

Club management research is very limited. However, numerous studies in hotel 

management have been conducted over the last thirty years utilising Mintzberg’s roles’ 

model. Ley (1978), Arnaldo (1981), Kim (1994) and Chareanpunsirikul and Wood (2002) 

found the leader role as the most important. Then came resource allocator followed by 

disseminator and the entrepreneur role. Sandwith’s (1993) Competency Domain Model 
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involved managers having interpersonal, leadership, creative, technical and 

administrative skills, in order to perform in their jobs. Holden and Roberts (2004) stated 

that middle-level managers take on roles such as leader, listener, motivator, and 

coordinator, and are the interface between the operational front-line staff and senior 

management. Hotel and club management was addressed, and they found that at middle-

management level, there were many facets to the work situation, and numerous skills 

were needed to perform well in the industry. 

 

Demographics of a manager, including gender, age, and education were discussed 

as being important in determining whether managers are empowered, satisfied and 

committed to their organisations (Barron, 2008; Kim et al., 2009; Chan et al., 2010). 

Women tended to be satisfied and committed with their job when they could interact with 

others who understood their role in the organisation, while men tended to be satisfied 

when their performance itself was valued by others (Kim et al., 2009). Chitiris (1988) 

noted that young people are less satisfied and motivated than older people, due to 

unsatisfied early expectations. Rhodes’ (1993) findings showed that a positive linear 

relationship between age and job satisfaction occurs up to the age of 60. O’Mahony and 

Sillitoe (2001) and Aksu and Atkas (2005) also found that education levels have an effect 

on job satisfaction levels, whilst Lam et al. (2003) found that well-educated employees 

are less satisfied with their jobs than those with lower educational levels.  

 

 In the 1980’s, the construct ‘empowerment’ emerged. This practice involved an 

increasing employee involvement in the decision making process. The middle managers 
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became facilitators, encouraging teamwork. The delegation of responsibility helped in 

improving job satisfaction (Drucker, 1988). This was reinforced by upper management 

empowering middle-level managers to make decisions, as they were closer to the 

customers. As empowerment evolved, employees in the hospitality industry were asked 

to take ownership of the service encounter. The empowered hospitality worker was 

willing to take responsibility and respond to customer needs as they arise (Lashley, 

1996). This suggested that empowered employees had a higher self-esteem, and felt good  

about themselves. However, some middle-level managers felt disempowered as they were 

subjected to senior management targets and goal settings, and feelings of insecurity lead 

to increases in levels of turnover (Greasley et al., 2005). 

 

Conger and Kanungo (1988) went on to study the psychological dimensions of 

empowerment, and defined empowerment as a motivational concept of self-efficacy.  

This explained the process of empowerment using five stages. These five stages, later 

named by Kanungo (1992) became a diagnostic checklist for managers. They included: 

1) conditions that will be removed after the third stage, causing powerlessness; 2) the use 

of managerial strategies and techniques; 3) providing self-efficacy information to 

subordinates; 4) results in empowerment experience of subordinates and; 5) leading to 

behavioural effects.  

 

Thomas and Velthouse (1990) then went further by producing a cognitive model 

of empowerment comprised of six elements, with element two including the task 

assessments of impact, meaning, competence, and choice or self-determination.  
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The first situational assessment, impact, is the degree to which the behaviour is 

considered to make a difference in accomplishing a task. Meaningfulness relates to the 

value of the task-goal or purpose. Competence refers to the degree to which a person can 

perform task activities when he or she tries, and perceived choice or self-determination is 

a sense of having choice in the initiation and regulating of actions.  

 

Spreitzer (1992) concentrated on the construct development and validation of 

those four task assessments, and supported Thomas and Velthouse’s study. The indicated 

antecedents and outcomes with the four dimensions of empowerment established a 

framework, and were empirically tested. The results showed a strong support for the 

construct validation and the four dimensional conceptualisation. 

 

Empowerment and psychological empowerment became an important construct 

that was influenced by organisational factors and job satisfaction. Information, 

communication, training and trust were elements that were examined in relation to 

psychological empowerment. Information sharing and effective communication were 

deemed critical in determining when and how empowerment may be used. Training is 

costly but if employees felt empowered through training, they may stay longer and be 

more productive. Trust affects the behaviour of individuals and if middle-level managers 

felt or perceived they were trusted by upper management when making decisions, it 

enhanced their sense of empowerment, reducing their possible turnover intentions. 
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Job satisfaction was reviewed and has been described as the most researched 

variable in organisational behaviour literature. In this review of the literature, theories 

such as Herzberg’s Motivation-Hygiene theory, Vroom’s Expectancy Theory, Adam’s 

Equity Theory, Maslow’s Hierarchy of Needs Theory and the Job Characteristics Theory 

have all addressed aspects of job satisfaction.  

 

Herzberg et al., (1959) found two factors that incorporate motivation (intrinsic) 

and hygiene (extrinsic). The intrinsic factors relate to the content of the job, such as 

recognition, responsibility, and achievement, whilst the extrinsic factors include the job 

environment, such as compensation, supervision, and working conditions. Vroom (1964), 

also found that human behaviour is a function of two factors; the perceived value of the 

reward that certain behaviour yields, and the expectation in the doer that certain 

behaviours will actually yield that reward. Adam’s (1965) Equity theory states that 

people want a balance between their inputs, and their outcomes in relation to others. 

Maslow (1970) characterised motivation into hierarchical needs based on five categories 

such as self actualisation, self-esteem, social, safety, and psychological needs. 

Psychological needs include breathing and eating; the safety need is for protection and 

security, social is where one wants to be loved; self-esteem provides feelings of self-

confidence, and self-actualisation is considered the pinnacle which very few people 

reach. The Job Characteristics Theory suggests that personal and organisational outcomes 

are influenced by five job characteristics; autonomy, task identity, task significance, skill 

variety, and job feedback (Hackman and Oldham, 1976). According to the theory, 

motivation to execute the job tasks will grow when people consider their jobs meaningful 



 56 

and enjoyable (Hackman and Oldham, 1980; Spector, 1997).  Job satisfaction can be 

determined via intrinsic or extrinsic motivators. Intrinsic motivators provide feelings of 

accomplishment and prides in one’s work, whilst extrinsic motivators are factors such as 

pay and promotion. 

 

In summary, organisational factors and psychological empowerment were a 

critical role in determining whether employees are satisfied or not, which in turn leads to 

them staying in, or leaving an organisation. This literature review moved from general to 

more specific themes in line with the research question, and two sub research questions. 

Specifically, this study seeks to identify the levels of psychological empowerment of 

middle-level managers and to investigate the relationship between psychological 

empowerment, job satisfaction, organisational factors and the job turnover intentions of 

these workers. The themes identified from a review of the literature have resulted in the 

development of five hypotheses stated below, examining middle-level managers’ 

perceptions of psychological empowerment, job satisfaction and organisational factors.  

 

The study’s hypotheses have been drawn upon and are well motivated by the 

literature. Hypothesis 1 will examine themes such as psychological empowerment, job 

satisfaction and organisational factors to test if there are any significant differences 

between groups based on manager demographics such as education, gender, and 

experience in the industry as well as organisation type such as hotel and club.  Hypothesis 

2 will be tested to determine if there is a significant relationship between psychological 

empowerment and organisational factors in predicting job satisfaction for all the 
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hospitality managers. The third hypothesis will be tested investigating the same 

relationship as hypothesis 2, however groups will be tested to determine if there are any 

significant differences between experience, gender, and organisation type. Testing for 

hypothesis 4 involves checking to establish if there is a significant relationship between 

psychological empowerment and teamwork in predicting intrinsic and extrinsic 

motivation whilst hypothesis 5 will be tested to see if there is a significant relationship 

between intrinsic motivators and total job satisfaction. All of these themes from the 

literature review have directed the process of identifying the five hypotheses that will be 

tested in the quantitative results chapter. 

 

2.19 Hypotheses 

H1. There are significant differences about perceptions of psychological 

empowerment, job satisfaction and organisational factors for middle-level managers in 

the hospitality industry, in the following groups: 

 

 

A. Degree    vs  Non-degree 

B. Hotel    vs  Club 

C. Male   vs  Female 

D. Experienced  vs  Less experienced 
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H2.  There is a significant relationship between perceptions of psychological 

empowerment and organisational factors, in predicting job satisfaction for hospitality 

middle-level managers. 

 

H3. There are significant differences between psychological empowerment and 

organisational factors, in predicting job satisfaction for hospitality middle-level managers 

in the following groups: 

 

A. Experienced  vs  Less experienced 

 B. Male   vs  Female  

C. Hotel    vs  Club 

 

H4.  There is a significant relationship between perceptions of psychological 

empowerment and teamwork, in predicting intrinsic and extrinsic motivation for 

hospitality middle-level managers 

 

H5. There is a significant relationship of intrinsic motivators in predicting total job 

satisfaction for hospitality middle-level managers 
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Chapter 3 - Methodology 

3.0 Chapter Overview 

In the last decade, researchers in education, management and human behaviour 

have seen a move toward integrated research designs that combine qualitative and 

quantitative approaches. This shift, known as the mixed-methods movement, has been 

labelled the third wave of research methodology (Tashakkori & Teddlie, 1998). This 

study adopts this approach by utilising an exploratory sequential mixed-methods design.  

  

The selection of an appropriate methodology is a key factor in determining the 

quality of the research, its validity and the insights it provides (Tinker and Lowe, 1982; 

Crotty, 1998). It is also necessary to consider the resources and skill possessed by the 

researcher. According to Tashakkori and Teddie (1988), a mixed-methods methodology 

is popular with graduate students and novice researchers who wish to use both 

approaches in their work. According to Ulin, Waszak and Pfannenschmidt (1996), a 

mixed-method design that begins with qualitative, then quantitative, typically obtains 

results that develop or redevelop quantitative tools or instruments for further study. 

  

3.1 Epistemology 

 Epistemology is the researcher’s lens, beliefs, knowledge and understanding of 

the world (Johnson and Duberly, 2000). Pragmatism as a paradigm relates to combining 

positivism (quantitative) and interpretivism (qualitative) as an epistemology. Paradigms 

may be defined as the worldviews or belief systems that guide researchers.  
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The pragmatist paradigm (or post-positivist approach) was employed as the philosophical 

underpinning for using mixed-methods in this study. The term pragmatism is derived 

from the Greek word pragma, meaning action, from which our words practice and 

practical come (Guba and Lincoln, 1994). This real-world orientated, problem-solving 

centred paradigm focuses on the consequences of actions and situations; serving human 

purposes, through providing rich and useful information for organisations (Cherryholmes, 

1992; Wicks and Freeman, 1998; Cooper and Schindler, 2003; Creswell, 2003). 

  

By using different sources and methods at various points in the research process, 

this study built on the strength of each type of data collection, the weaknesses of any 

single approach were minimized by using a mixed-approach. The benefits of a mixed-

methods approach are summarised (See table 3-1). 

 

Table 3-1 – Benefits of Mixed Methods 

Triangulation:  Tests the consistency of findings obtained through different instruments. 

Triangulation will increase chances to control, or at least assess, some of the threats or 

multiple causes influencing our results.  

Complementarity: Clarifies and illustrates results from one method with the use of 

another method.  

Development:  Results from one method shape subsequent methods or steps in the 

research process.  

Initiation: Stimulates new research questions or challenges results obtained through one 

method.  

Expansion: Provides richness and detail to the study exploring specific features of each 

method.   

Source: Tashakkori and Teddie (1998, p90). 
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A multi-method approach to research can also increase both the validity and 

reliability of the data (Caracelli and Greene, 1993; Hara, 1995). The range of possible 

benefits such as triangulation, complementarity, development, initiation and expansion 

that carefully crafted mixed-method designs can yield, have now been identified (Brewer 

and Hunter, 1989; Caracelli and Greene. 1993; Tashakkori and Teddie, 1998).  

 

3.2 Ethical Considerations 

 An important educational goal for students who strive to become academics is to 

develop an internal set of ethical standards that will guide them throughout their 

professional careers. Ethics played a vital and necessary role in designing and 

undertaking this research (American Psychological Association, 1997). Ethical review as 

a broad based approach to conducting scientific research, emerged from the aftermath of 

the horrors of World War II, when medical experiments were conducted for social aims 

(Charbonneau, 1984; Van Den Hoonaard, 2001).  

 

Maintenance of high ethical standards, validity and accuracy in the collection and 

reporting of data are consistent in quality research. Ethics are norms or standards of 

behaviour that guide moral choices about behaviour and relationships with others 

(Cooper and Schindler, 2003). The principles underlying research ethics are universal: 

they concern things such as honesty and respect for the rights of individuals (Veal, 1997; 

Veal, 2006). The general values usually invoked in codes of research ethics are, first, that 

no harm should befall the research subjects, and second, that subjects should participate 
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freely and on the basis of informed consent and confidentiality (Beecher, 1970; Counelis, 

1993; Korn, 1988; Sieber and Saks, 1989; Sieber, 1998).  

 

This study conformed to Griffith University Ethics. Ethical clearance and 

approval was given for the research instruments used in this study, after the researcher 

submitted documentation to the University Ethical Review Committee (See Appendix A 

for approval of ethics). Ethical consent was also given for the field research to be 

conducted in such a way as to ensure the confidentiality of the participants of the study 

(Lawson, 1995; Kitchener, 2000; Mills, 2000). 

  

The investigator obtained informed consent from each research participant (See 

Appendix B and C for the informed consent form). This was obtained in writing after the 

participant had the opportunity to obtain full disclosure of the nature of the study, as well 

as carefully considering the risks and benefits, and asking any pertinent questions 

(McGaha and Korn, 1995). The researcher then enumerated how privacy and 

confidentiality concerns would be approached (Mills, 2000). The participant’s consent to 

participate in the research was voluntary, free of any coercion or promises of benefits 

(unlikely to result) from participation (Katz, 1972; Lawson, 1995; Elgesem, 1999; Koski, 

2000). All individuals had a right to privacy, and the investigator respected that right. The 

privacy guarantee is important, not only to ensure validity of the research but also to 

protect respondents (Creswell, 2003). Clearly, the confidentiality of survey answers was 

an important aspect of the respondent’s right to privacy. 
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A guarantee of confidentiality was given, and protecting that confidentiality was 

essential. Measures were taken to protect that confidentiality through ensuring the 

security of the data, such as summarised notes and questionnaires (Creswell, 2003). Care 

was also taken in the way the results were written up. In reporting results, the use of false 

names or numbers to identify subjects, organisations, and places was the obvious solution 

(Lincoln, 1993). Finally, this study reported the results of the research back to those who 

participated, in an appropriate and intelligible form.  

 

3.3 Sampling 

 The sample for the interviews, pilot study on the expert panel, and also the 

quantitative survey, were identified from managers working in hotels within the (AHA) 

and clubs managers within the (CMAA) in South East Queensland. Hotels with more 

than 200 rooms, and large clubs with restaurants, bars and gaming rooms were targeted, 

due to the reasonable number of middle-level managers working in these establishments.  

 

For the qualitative phase of semi-structured interviews, participants were recruited 

from a convenience sample which consisted of five middle-level managers who worked 

in the hospitality industry. A pilot study of an expert panel for the development of a 

survey for the quantitative phase was used, and included a senior professor with many 

years of hospitality industry experience and an expert group (20 participants) each with a 

minimum of ten years management experience, to examine items found in the literature. 

These experts were asked to provide comments on the content and face validity of the 

items. 
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The convenience sample for the interviews and pilot study of the expert panel, 

consisted of managers who were easily accessible to the researcher, due to connections 

and networks that the researcher had made previously, through experience of working in 

the industry.  

 

For the quantitative phase, the study utilised a non-probability or purposive 

sampling strategy. Potential participants for the survey were identified from a 

management database that had been maintained by the Department of Tourism, Leisure, 

Hotel and Sport at Griffith University. The middle-level managers worked in hotels 

within the (AHA) and club managers within the (CMAA) in South East Queensland, 

Australia.  

  

The researcher provided the Chief Executive Officer (CEO) or General  

Manager (GM) and Human Resource Manager (HR) of the selected hotels and clubs with 

details of the research, purpose of study, and requirements for the participants. 

Recruitment was then conducted through an email or phone call, to determine 

participation or willingness to support. There were also follow-up emails and telephone 

calls to the hotels and clubs in the research process. 
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3.4 Research Design 

This study adopted a sequential exploratory mixed-method design (see table 3-2). 

 

Table 3-2 – Sequential Exploratory Mixed Method Design 

Qual   Qual  QUAN  QUAN   Interpretation 

Data  Data   Data  Data    of 

Collection Analysis Collection Analysis  Entire Analysis 

 

Analysis Stage 

Sequential Qual-QUAN analysis: Minor qualitative data analysis followed by  

Major quantitative data collection and analysis 

Forming groups of attributes/themes through qual data (e.g., coding analysis) followed by 

QUAN analysis (eg, regression analysis, t-tests, one-way ANOVA, principal components 

analysis). 

 

Source: Tashakkori and Teddie (1998, p 45).  

 

Stage one included personal in depth semi-structured interviews of middle-level 

managers in the hospitality industry, and a pilot study of an expert panel was also 

conducted to develop a survey for stage two, after permission was granted.  
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3.5 Stage One 

This stage consisted of interviews, in an attempt to ascertain hotel and club 

middle-level managers’ perceptions of psychological empowerment, job satisfaction, 

organisational commitment, and labour turnover, within their organisation. Only five 

interviews were conducted, as a minor qualitative study for the foundation of the major 

quantitative study.  

 

All interviews were recorded and transcribed by the researcher. From the 

transcription, the constant comparison method was used to analyse the data. To undertake 

the constant comparison method, two levels of coding were used; open and axial coding. 

The first stage of coding (open coding) consists of breaking down the initial data into 

smaller more meaningful codes. The second stage (axial coding) then takes initial codes 

and arranges them into categories or theme, followed lastly by reflective coding which 

examines different or similar responses made by the respondents being interviewed 

(Veal, 2006).  

 

The interviews were conducted on site for two key reasons: first, it was hoped that 

the sample would feel more comfortable in their own environment; secondly, due to the 

nature of this study, it was the most practical place to conduct the interviews. Before the 

interviews commenced, informed consent was obtained complying with ethical standards, 

the purpose of the interview was explained, and participants were assured that all 

responses will be confidential. Furthermore, any quotations used in this study or 

subsequent publications, would be anonymous.  
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3.6 Stage Two 

The main survey instrument was based on the analysis of the literature review and 

the pilot test that was conducted on an expert panel. The panel consisted of 20 

experienced managers and a senior professor. The objective was to clarify the 

phraseology and further reduce the items that were being considered from the literature, 

into a survey that would measure middle-level managers’ perceptions of psychological 

empowerment, organisational factors and job satisfaction (See table 3-3 for theorists’ 

instruments that were used for survey development).  

 

Nunnally and Bernstein (1994) suggest that instruments or items that evolve from 

a theoretical framework are best reviewed by experts. As such, pilot studies utilising an 

expert panel are designed to assess the content and face validity of an instrument. 

According to Lynn (1986), the minimum number of experts is five. Ten experts are 

suggested to provide a reliable determination of an instrument’s validity (Hyrkas, 

Appelqvist-Schmidlechner and Oksa, 2003). The aim of using an expert panel is to 

eliminate totally, any irrelevant items from the instrument (Chaiyawat and Brown, 2000).  

 

The instrument under investigation originally consisted of 61 items. For 

instrument validation, items were rated by the expert panel on a relevant scale of 1 to 4. 

(1 = not relevant, 2 = somewhat relevant, 3 = quite relevant, and 4 = highly relevant). 

According to Hardesty and Beardon (2004), items are retained, only if there is agreement 

amongst the expert panel that at least 75% of the items are rated ‘highly relevant’. 
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 The pilot study on the expert panel resulted in 35 items of the 61 being retained 

for the survey in the quantitative phase. The experts also felt it was important to re-phrase 

and re-word items so there would be consistency in the utilisation of the seven point scale 

used in the survey. A survey should also not take too long to complete, in order to 

achieve a high response rate (Veal, 2006).  

 

Table 3-3 - Theorists used for Survey Development 

Spreitzer (1995)            Psychological Empowerment (12 items)   

Weiss, Dawis, England, & Lofquist (1967)                   Job Satisfaction (20 items) 

O’Reilly and Roberts (1976)                         Information Accuracy (5 items) 

O’Reilly and Roberts (1976)                                        Communication Openness (5 items) 

Cook and Wall (1980)                 Trust (12 items) 

Cammann, Fichman, Jenkins and Klesh (1979)                    Training (3 items) 

Currivan (1999)                                                         Organisational Commitment (4 items) 

  

Perceptions of ‘psychological empowerment’ were based on Spreitzer’s (1995) 

scale. The scale has been found to have acceptable reliability by Spreitzer: meaning scale 

α = 0.87, competence scale α = 0.81, choice scale α = 0.81, and impact scale α = 0.88. 

Validity and reliability of the scale have been verified in other studies in the service 

industry (Fulford & Enz, 1995; Ghiselli et al., 2001; Holdsworth and Cartwright, 2002; 

Hancer and George, 2003; Chow, Lo, Sha and Hong, 2005; Kazlauskaite et al., 2006; 

Ergeneli et al., 2007; Chan et al., 2010; Ro and Chen, 2011). 

 

In order to measure ‘job satisfaction’ of middle-level managers, the Minnesota 

Short Form (Weiss, Dawis, England, & Lofquist, 1967) was the base instrument used for 

this study. The Minnesota Satisfaction Questionnaire consists of items measuring 
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intrinsic and extrinsic satisfaction. Weiss, Dawis, England, & Lofquist (1964) conducted 

construct validation studies where the reliability of the short form had high reliability co-

efficients ranging from 0.77 to 0.92 for intrinsic and extrinsic satisfaction for different 

occupational groups. In addition, the scale has extensively been used by several 

researchers for measuring job satisfaction (Tan and Hawkins, 2000; Lau and Chong, 

2002; Feinstein and Vondrasek, Hancer and George, 2003; Chen, 2006; Gunlu et al., 

2010) and the validity and reliability of the scale has been demonstrated. 

 

‘Organisational factors’ in this study were measured according to information 

accuracy, communication openness, training and trust. ‘Information accuracy’ and 

‘communication openness’ were measured by a scale developed by O’Reilly and Roberts 

in 1976. The scale measured the accuracy of information, and whether or not individuals 

think that there was open communication in their work. An analysis of 449 subjects in 

different work groups (military, clinical, practice personal) resulted in Cronbach alphas 

of 0.74, 0.73. 0.75 respectively for information accuracy, and 0.88, 0.85 and 0.86 for 

communication openness. ‘Trust’ was measured by the interpersonal scale developed by 

Cook and Wall in 1980. The scale calculated both faith in the intentions of peers and 

management, and confidence in their actions of peers and management. Cronbach alpha 

reliability was 0.80 for the overall scale.  Adequacy of ‘training’ was measured with the 

Cammann et al., (1979) adequacy of training scale, that is taken from the Michigan 

Organisational Assessment Questionnaire. The questionnaire is used for assessing the 

employees’ work attitudes and perceptions. Alpha coefficient for the adequacy of training 

scale was 0.59. Other hospitality studies utilising these scales (Hancer and George, 2003; 
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Baird and Wang, 2010; Nadiri and Tanova, 2010) have also demonstrated its reliability 

and validity. ‘Organisational commitment’ or degree of loyalty, in this study was tested 

using the revised version of the organisational scale used in Currivan’s (1999) and 

Mueller et al., (1999) study. Cronbach alpha reliability of the scale was 0.80 in these 

studies. The original scale by Mowday et al., (1979)  has also demonstrated its reliability 

and validity, in various studies (Subramaniam, McManus and Mia, 2002; Bettencourt and 

Brown, 2003; Maxwell and Steele, 2003). 

 

This study used a quantitative methodology to answer research question, two sub 

research questions, and hypotheses. It adopted a standard approach suggested by 

DeVellis (1991) for a multiple scale survey. The researcher obtained a pool of scaled 

items that were derived from the literature, and suggestions and comments from the 

expert panel (as previously reported) were utilised to refine and reduce these items into a 

survey. The process of analysing the items was rigorous, and the main survey instrument 

was deemed to be an appropriate model for this study, to suit a hospitality setting. 

 

After the review of the literature, resulting in the development of the five 

hypotheses, the survey was used to obtain self-report measures of perceptions on 

psychological empowerment, job satisfaction, and organisational factors, by middle-level 

managers who are working in the hospitality industry. Basic demographic data such as 

age, gender, job type, education, length of service and job turnover intention were also 

collected (See Appendix E).  
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As a result of this stage two research design phase, a postulated research model 

has also been designed (See figure 3-1). It examined perceptions and relationships 

(amongst demographicgroups of middle-level managers), psychological empowerment, 

organisational factors and job satisfaction in the hotel and club industry in South East 

Queensland. 

 

Figure 3-1 – Hypothesized Framework for Hospitality Middle-level Managers 
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Survey results were collated and processed in Microsoft Excel spreadsheet 

format, and exported to the Statistical Package for the Social Sciences (SPSS) 18.0 for 

data analysis. SPSS is a general purpose statistical software package used for analysing 

numeric data and for producing graphical representations of data. Appropriate statistical 

analysis (independent t-tests, one-way ANOVA, multiple regression, and principal 

components analysis) were performed to test the hypotheses.  

 

3.7 Summary 

 The questions that this study answered determined the design of the study and the 

data collection approach. The best method is the one that answers the research question(s) 

efficiently and effectively (Tashakkori and Teddie, 1998).  This study incorporated a 

mixed-methods strategy of inquiry, and often this type of method is more efficient in 

answering research questions than either the qualitative or the quantitative approach 

alone. In summary, this methodology chapter has examined, defined, justified and 

discussed the research design, data collection methods, sampling procedure, instrument 

development, data analysis, and ethical conduct with regards to this doctoral thesis. 
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Chapter 4 - Qualitative and Demographic Results 

 

4.0 Introduction 

 This chapter will analyse the results from the qualitative and demographic 

statistics of the data collection. The qualitative (personal in depth semi-structured 

interviews) results from the five middle-level managers are provided, followed by the 

demographic statistics from the sample of 307 middle-level managers working in hotels 

and clubs in South East Queensland, Australia. 

 

In the interviews, five middle-level managers were asked to answer a range of 

questions (See Appendix D) on empowerment, job satisfaction, organisational 

commitment, and labour turnover, to establish a minor foundation for the study.  

  

4.1 Qualitative Results  

The first phase of the mixed-methods or two-stage research design involved 

personal in depth semi-structured interviews with a small convenience sample of five 

participants who are middle-level managers working in the hospitality industry.  

 

The constant comparison method was adopted for this analysis where two levels 

of coding were used; open and axial coding. Open coding consisted of breaking down the 

initial data into smaller more meaningful codes. Some open codes that developed from 

the interview responses on empowerment, job satisfaction, commitment and turnover in 
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this study included: allowed to make decisions up to a numerical value, to serve 

customers efficiently and effectively, waiting for an opportunity, and positive and 

negative work environment. Axial coding then takes open codes and arranges them into 

categories or themes such as responsibility, monetary value, customer service, promotion, 

and organisational culture.  Lastly, reflective coding examined different or similar 

responses made by the respondents being interviewed, and through this process, 

responses are constantly compared. 

 

Due to the connections and networks made previously (through working in the 

industry), recruitment of participants was straightforward for this phase. Five middle-

level managers were interviewed and asked five questions as seen in the following table 

4-1.  

 

Table 4-1 – Interview Questions 

 

1. What does empowerment mean to you? 

2. Are you empowered in your workplace and why? 

3. Are you committed to your job and why? 

4. Are you satisfied with your job and why? 

5. What is the level of staff turnover in your hotel/club and why?  

 

In response to Question 1 (what does empowerment mean to you?), most middle-

level managers in the interview process stated that empowerment meant that it allowed 

them to make decisions without asking an immediate supervisor or upper management: 

“empowerment is about trust and responsibility” (Interview 1, Hotel Manager, January 

15th, 2009). One manager said “empowerment allows me to feel that I can make 

decisions” (Interview 5, Club Manager, February 17
th

, 2009). Managers stated that 
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empowerment can provide them with the ability to serve customers effectively and 

efficiently. They went on to state that when customers are served quickly, they tend to be 

more satisfied with the service: “one customer thanked me for making a decision on the 

spot, as they had been on a long flight and they were tired” (Interview 2, Hotel Manager, 

January 22
nd

, 2009). Managers thought that if they feel empowered, customers are more 

satisfied, which in turn links to employee satisfaction: “I am happy that I can make 

decisions in this hotel” (Interview 2, Hotel Manager, January 22
nd

, 2009). Some 

managers however stated that empowerment meant more responsibility, therefore more 

work and in particular more paper work. A manager also stated that being a middle-level 

manager was a multi-skilled position and that empowerment sometimes meant more 

work, which left her very tired and stressed: “I am so tired from making all the decisions 

in this club” (Interview 4, Club Manager, February 10
th

, 2009).  

 

All managers agreed that empowerment meant that they could make decisions; 

however, the senior manager would often change the decision depending on the situation 

or severity of the complaint: “in my hotel, my manager said that I could make decisions 

but that was not actually true” (Interview 3, Hotel Manager, January 27
th

, 2009). Overall, 

empowerment meant, by definition from some managers, that they had discretion, 

independence or trust from upper management to make decisions on the spot. However, 

this is qualified depending on certain circumstances. 

 

In response to Question 2 (are you empowered in your workplace and why?), all 

managers said that they were empowered, however only up to a numerical value, or 
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depending on the severity of the situation, problem or query. Most managers said that if it 

was a major issue and it was going to cost a lot of money to solve, then upper 

management wanted to be informed: “in our club, we can only make decisions up to ten 

(10) dollars and I sometimes feel frustrated by this” (Interview 4, Club Manager, 

February 10
th

, 2009). A manager said “we are empowered up to two hundred (200) 

dollars in this hotel” (Interview 1, Hotel Manager, January 15th, 2009).  

 

Some managers stated that they were empowered to let upper management 

concentrate on strategic decisions rather than the operational ones: “my boss is very good 

at making strategic decisions” (Interview 5, Club Manager, February 17
th

, 2009). 

Managers generally felt that upper management trusted them to make decisions, and this 

is why they were empowered. Another reason for empowerment included the ability to 

service customers in a timely manner. Some managers said that empowerment was 

provided as a way to motivate them in their job: “empowerment makes me feel good 

about my position” (Interview 2, Hotel Manager, January 22
nd

, 2009). Some managers 

went on to further  say that by being empowered, when customers had any queries 

(especially minor ones) they could act and solve these immediately, allowing customers 

to enjoy there stay and upper management to concentrate on the bigger picture: “my 

manager often comments on my quality of service and problem-solving skills” (Interview 

3, Hotel Manager, January 27
th

, 2009).  

 

In response to Question 3 (are you committed to your job and why?), most 

managers said that they were committed to their jobs, as their hotel or club was a great 
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place to work, because of the people that they work with. Managers stated that it was a 

real social environment and a lot of fun, but still felt that they acted professionally: “I 

love the people that I work with; it is like a family away from home” (Interview 4, Club 

Manager, February 10
th

, 2009).  The managers said that their pay was quite low, and that 

long hours and weekends were common in the high demand periods, but most of them 

knew about this before entering the hospitality industry: “I hate the weekend work but I 

don’t want to work in another industry” (Interview 3, Hotel Manager, January 27
th

, 

2009). The managers said that they chose to work in the industry because it was different 

and possessed variety than a typical office job, and therefore was not boring: “I love this 

industry; it beats staring at four walls all day” (Interview 5, Club Manager, February 17
th

, 

2009). One manager said “the pay was low but I would rather do this job than look at a 

computer all day, every day” (Interview 1, Hotel Manager, January 15th, 2009).  

 

The managers that were interviewed had been in the industry for many years, and 

were hoping to be promoted to senior management, where they said the money would be 

better and this was one of the reasons for their motivation and commitment to the 

organisation that they were employed in: “I have been working here for years now and I 

am waiting for the opportunity to step into a senior role in this hotel” (Interview 2, Hotel 

Manager, January 22
nd

, 2009). Managers were committed to their club or hotel as they 

had put in a lot of hard work and felt that they had contributed to the success of the 

organisation, and did not want to throw this away. Only one manager expressed an 

opinion that she was starting to look elsewhere because of the unavailability of promotion 
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in her workplace, as there were no positions that had been advertised in the senior ranks 

for a while. 

 

In response to Question 4 (are you satisfied with your job and why?), most 

managers stated that they were satisfied with their jobs, except for the low pay, long 

hours and weekend work, and that advancement from middle-level to upper level was 

taking longer than expected. Two managers however said that they were used to these 

conditions and said that working in the hospitality industry allows people to travel the 

world and work at the same time when working for a large group, and they preferred this, 

rather than an office job: “I have worked in many different countries so far in this 

industry, and it is great” (Interview 3, Hotel Manager, January 27
th

, 2009). “I love this 

hotel group. They have provided me with so many learning and career opportunities” 

(Interview 2, Hotel Manager, January 22
nd

, 2009). Some managers also said that every 

day was different, and this is what kept them motivated and satisfied: “When I come to 

work, I do not know what my day will be like, and that is exciting” (Interview 5, Club 

Manager, February 17
th

, 2009).  

 

The managers seemed to be satisfied with most of the organisational aspects: “the 

conditions in my workplace are very good and I am happy” (Interview 1, Hotel Manager, 

January 15th, 2009) “socially, this is a great place to work” (Interview 4, Club Manager, 

February 10
th

, 2009) and “the information and communication I receive are accurate and 

therefore my decisions are informed. This gives me confidence to perform in my job” 

(Interview 2, Hotel Manager, January 22
nd

, 2009). Other aspects that were mentioned by 
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the managers included trusting relationships between upper management and 

subordinates, variety, culture, sufficient resources to be able to perform their duties, and 

the empowerment that they had when making decisions allowed them to feel that they 

were important and contributing to the business. 

 

In response to Question 5 (what is the level of staff turnover in your hotel/club 

and why?), managers stated that job turnover was reasonably high in their hotel or club. 

This is because they felt that the human resource managers were hiring based on shortage 

of staff, rather than hiring the right person for the right job. They thought some new 

employees did not have the skill set to do the job properly: “some employees that had 

worked here previously did not know what they were doing half the time” (Interview 5, 

Club Manager, February 17
th

, 2009). They would not stay for long as they were not 

confident and staff who trained them would get tired of training all the time. One staff 

member reported “I do not want to train anymore; I am sick and tired of it” (Interview 4, 

Club Manager, February 10
th

, 2009). A manager stated that job turnover was high 

because a lot of employees were students, and they found it hard to balance the amount of 

hours asked with the time they needed for their studies: “students really struggle with 

their work commitments and studies sometimes” (Interview 1, Hotel Manager, January 

15th, 2009). In one organisation, job turnover was quite low, and the manager felt that 

most employees were happy and motivated, as there was an excellent organisational 

culture throughout the business: “our hotel is proud of the culture that is established here” 

(Interview 2, Hotel Manager, January 22
nd

, 2009). However, in another organisation, the 

manager said that job turnover was reasonably high, due to the fact that some 
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departments had a negative culture, and people would not stay long as it was a miserable 

place to work due to staff complaining all the time about the conditions within the 

department: “in the cafeteria, I hear people complaining about their departments, it 

sounds so negative” (Interview 3, Hotel Manager, January 27
th

, 2009). In general, job 

turnover occurred, and it seemed to be related to low pay, long hours and weekend work.  

 

In summary, these in depth semi-structured interviews were conducted to provide 

a minor foundation to the major quantitative study and as a means to examine managers’ 

perceptions of psychological empowerment, job satisfaction, organisational commitment 

and job turnover. Overall, the managers stated that empowerment meant to them that they 

had discretion, responsibility, and trust. However, in certain situations when making a 

decision, upper or senior management needed to become a part of the process. 

Empowerment provided to the managers meant that they could serve customers 

efficiently and effectively which would allow customers and employees to be more 

satisfied.  The managers stated that they were empowered by their organisation, but only 

to a certain level, which made some of them frustrated. Most managers stated that they 

were committed and satisfied in their place of work, with some of them waiting for their 

chance of promotion whilst only one was looking for another organisation due to lack of 

opportunities. Job turnover was noted by the managers as being common in the 

hospitality industry. Managers attributed this to the organisational culture, which 

included certain conditions (such as pay and hours worked) playing an important role. 
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4.2 Demographic Results 

This section will analyse the demographic results of the survey that was 

distributed to 610 middle-level hospitality managers within a hotel or club in South East 

Queensland, Australia. Comparative demographic data will also be provided from recent 

hotel studies in Australia, Asia and United States, as found in the review of literature. The 

study (as earlier stated in the methodology) utilised a non-probability or purposive 

sampling strategy. Potential participants for the survey were identified from a contact 

management database that had been maintained by the Department of Tourism, Leisure, 

Hotel, and Sport at Griffith University. The response rate was 51.31% which comprised 

of 307 (n = 307) completed surveys. Six surveys that were returned were not usable. The 

results of the demographic statistics begin by examining the gender and age of the 

middle-level managers as shown below in table 4-2. 

Table 4-2 – Gender and Age 

 

Gender     

    Frequency Percent  

 

Category Male 155 50.5  

 Female 152 49.5  

 Total 307 100  

     

Age     

    Frequency Percent  

Category 21-25 24 7.8  

 26-30 63 20.5  

 31-35 82 26.7  

 36-40 58 18.9  

 41-45 30 9.8  

 46-50 24 7.8  

 51-55 20 6.5  

 56-60 4 1.3  

 61+ 2 0.7  

     

 Total 307 100.0  
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The sample included 155 (50.5%) males and 152 (49.5%) females. The table 

shows that managers aged from 31-35 were the most prevalent with 82, comprising 

26.7% of the sample. The 26-30 year-old managers were also high making up 20.5% of 

the sample. There were only four (1.3%) aged 56-60 and two (0.7%) managers over 61. 

Overall, most managers were aged between 26 to 40 years of age with the older age 

ranges under-represented.  

 

Recent hotel studies (as already commented on in the literature review) were also 

examined and compared. Gender and age in Davidson et al., (2006) study in South East 

Queensland also had an equal distribution of male and female employees with most 

managers aged from 25-34 (40%). In recent Asian hotel studies, Kim et al., (2009) study 

in Korea also had an equal distribution of males (51.6%) and females (47.8%). However, 

Chiang and Jang (2008) in contrast had 203 (70.2%) females and 84 (29.1%) males, and 

Lee and Way (2010) revealed 242 (67.4%) females and 109 (30.4%) males in their hotel 

studies conducted in the United States.  Ng and Pine (2003); and Sarker et al., (2003) also 

suggest that female hotel employees and managers are increasing in frequency in South 

East Asian areas of Thailand and Hong Kong. Fiksenbaum et al., (2010) in contrast found 

that their hotel management study in China comprised of more males (59.4%) than 

females (40.6%). 

 

Table 4-3 below shows the profile of managers based on their current place of 

work, broken down between hotels and clubs. 
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Table 4-3 – Place of Work 

Gender       

    Club Percent            Hotel    Percent Total 

 

Category Male 88 52.1                   67 48.6 155 

 Female 81 47.9                   71 51.4 152 

 Total 169 100.0                 138 100.0 307 

       

Age       

    Frequency        Percent Frequency Percent Total 

Category 21-25 12 7.1                   12                 8.7 24 

 26-30 33 19.5                   30 21.8 63 

 31-35 41 24.3                   41 29.7 82 

 36-40 37 21.9                   21 15.2 58 

 41-45 17 10.1                   13 9.4 30 

 46-50 13 7.7                   11 8.0 24 

 51-55 12 7.1                     8 5.8 20 

 56-60 3 1.8                     1 0.7 4 

 61+ 1 0.5                     1 0.7 2 

       

 Total 169 100.0                 138 100.0 307 

       

 

This indicates that the sample of the population consisted of 169 (55.0%) club 

managers and 138 (45.0%) hotel managers. The clubs had more male hospitality 

managers, whereas hotels had more female hospitality managers. This also illustrates that 

most managers were aged from 31-35 for both clubs and hotels. There appeared to be 

little real discernable difference between clubs and hotels. 

 

Table 4-4 outlines the hospitality work experience of the managers in years.  
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Table 4-4 – Industry Experience 

 

Years Worked in Hospitality Industry      

Mean 7.40  

Median 7.00  

Standard Deviation (SD) 2.38  

  Frequency Percent 

Number of years   

Managers who have worked for 0-5 84 0.27 

Managers who have worked for 5-10  117 0.38 

Managers who have worked for 10+ 106 0.35 

  307 100.0 

  

 Results reveal the frequencies are reasonably distributed throughout the managers 

in this study. On average the respondents or hospitality managers in this study had been 

working in the industry for 7.40 years (SD = 2.38, MEDIAN = 7).  

 

Industry experience was also compared with other recent hotel studies and Chiang 

and Jiang (2008) in their study found that employees on average had worked in the 

industry for 5.19 years in the United States. Ng and Pine (2003) found that most 

managers had worked in the industry for 6-10 years (32.7%) in Hong Kong, which is 

comparable to this study. Fiksenbaum et al., (2010) however, found that most managers 

(32.0%) in China had worked in the industry for 16-20 years, suggesting longer periods 

of service than was found in this study. 

 

Table 4-5 provides statistics on the managers’ experience in the industry based on 

their current place of work (broken down again between hotels and clubs). 
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Table 4-5 – Industry Experience and Place of Work 

Years Worked in Hospitality Industry      

Based on type of Business   

             Club        Hotel 

Number of years   

Managers who have worked for 0-5 48 36 

Managers who have worked for 5-10  63 54 

Managers who have worked for 10+ 58 48 

Total 169 138 

 

The results show a relatively even distribution of managers’ years of experience, 

between clubs and hotels. Most managers sampled had worked for 5-10 years in the 

industry whereas managers who had worked for less than five years represented the 

lowest number of managers.  

 

The experience of the managers working in their current organisation is shown in 

the following table 4-6. 
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Table 4-6 – Experience in Current Organisation 

Years Worked in Current 

Organisation        

Mean  4.61  

Median  4  

Standard Deviation  3.87  

    Frequency Percent 

Number of years <1 9 2.9 

 1 29 9.5 

 2 56 18.2 

 3 54 17.6 

 4 41 13.4 

 5 35 11.5 

 6 27 8.8 

 7               14 4.6 

 8 14 4.6 

 9 3 0.9 

 10 3 0.9 

 11 3 0.9 

  12 7 2.3 

  13 4 1.3 

  14 1 0.3 

  15+ 7 2.3 

   307 100.0 

 

The results confirm that managers who have worked for only two years show the 

highest frequency; 56 responses (18.2%). Nearly one fifth of hospitality managers 

surveyed had become a manager in their organisation during the last two years. This table 

also indicates that 224 (72.9%) of managers have less than five years experience in their 

organisation. This is not surprising considering that high job turnover is a characteristic 

of the hospitality industry (Davidson and Timo, 2006). On average the participants in this 

study had been working in their hotel or club for 4.61 years (SD = 3.87, MEDIAN = 4).  
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Other recent hotel studies examining experience working in their organisation 

were also compared, and Sarker et al., (2003) study found most employees working for 

4-6 years (31%) in Thailand. Fikesnbaum et al., (2010) found that most managers 

(41.9%) had worked in their hotel in China for 2-5 years, and Kim et al., (2009) revealed 

that most employees in Korea had worked for 5 years and below (54.1%). Davidson et 

al., (2006) in South East Queensland however, found that most employees had worked 

for their current hotel for only 0-2 years (56.5%) and managers for 0-2 years (48.3%). 

Chiang and Jiang (2008) and Lee and Way (2010)  in the United States, revealed that on 

average, employees had worked in their current hotel for 2.88 years (SD = 4.16) and 2 

years or more (58.2%) respectively. Most of these studies suggest much shorter tenure for 

employees and managers within their organisations, compared to this study. 

 

The responses to the question on current position of managers in their hotel or 

club are provided. Table 4-7 below will show the results. 
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Table 4-7 – Employment Position 

 

Employment       

  Frequency Percent 

  

Reservations 9 2.9 Category 

 Food and Beverage 57 18.6 

 Front Office/Desk 32 10.4 

 Administration 8 2.6 

 Customer/Relationship 2 0.7 

 Human Resource 25 8.1 

 Kitchen/Catering 36 11.7 

 Gaming 26 8.5 

  Maintenance 17 5.5 

  Sports 9 2.9 

  Housekeeping/Facilities/Cleaning   29  9.4 

  Financial  16  5.2 

  Sales/Marketing  20  6.5 

  Conference/Function   21  6.8 

        

  Total  307   100.0 

 

Employment in a hotel or club consists of many diverse type jobs and may 

include both back and front-of-house operation managers. Front-of-house managers work 

directly (face to face) with the customers, and positions in this study include; food and 

beverage, front office/desk, customer/relationship, gaming, sports, and conference and 

function. Back-of-house managers do not have direct (face to face) contact with 

customers, and their service includes working in reservations, administration, human 

resource, kitchen/catering, maintenance, housekeeping/facilities/cleaning, financial, and 

the sales/marketing department. There was an even distribution in the sample, with 147 

(47.9%) front-of-house managers and 160 (52.1%) back-of-house managers represented.  
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Table 4-8 provides the employment statistics of the managers categorised into 

clubs and hotels. 

Table 4-8 – Employment Position and Place of Work 

Employment           

  

                 

            

Club 

         

Percent         

         

Hotel          

         

Percent         

  

Reservations 0 0 9 6.5 Category 

 Food and Beverage 25 14.8 32 23.2 

 Front Office/Desk 15 8.9 17 12.3 

 Administration 6 3.5 2 1.4 

 Customer/Relationship 2 1.2 0 0 

 Human Resource 14 8.3 11 8.0 

 Kitchen/Catering 18 10.7 18 13.0 

 Gaming 26 15.4  0 0 

  Maintenance 10 5.9  7 5.1 

  Sports 9 5.3 0 0 

  Housekeeping/Facilities/Cleaning   13 7.7  16 11.6 

  Financial  9 5.3  7 5.1 

  Sales/Marketing  9 5.3  11 8.0 

  Conference/Function   13 7.7  8 5.8 

            

  Total  169   100.0 138   100.0 

 

The greatest response from the sample of club managers indicated that there were 

26 (15.4%) gaming managers, followed closely by 25 (14.8%) food and beverage 

managers; then 18 (10.7%) kitchen/catering managers. In the hotels, the greatest response 

was by 32 (23.2%) food and beverage managers, then 18 (13.0%) kitchen/catering 

managers, followed by 17 (12.3%) front office/desk managers. Most front-of-house 

managers worked in gaming and food and beverage, and among the back-of-house 

managers, kitchen and housekeeping managers represented the largest numbers. 
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Employment positions are similar in both hotels and clubs, except that reservations are 

only found in hotels, and gaming and sports only in clubs. 

 

Employment positions were compared with other recent hotel studies, and Sarker 

et al., (2003) study in Thailand and Lee et al., (2009) study in Korea, consisted mainly of 

food and beverage workers, similar to this study. Percentages of (39.3%) and (55.6%) 

were recorded respectively. Chiang and Jang’s (2008) and Lee and Way’s (2010) study in 

the United States however, had front office (44.29%) and housekeeping (30.9%) 

respectively as the highest responses. 

 

Education levels of the respondents are shown in table 4-9. 

Table 4-9 - Education 

Education       

  Frequency Percent 

Category Primary School 1 0.3 

 Year 10 (Junior) 23 7.5 

 Year 12 (Senior) 52 16.9 

 Technical College/TAFE Diploma 74 24.1 

 Undergraduate University Degree 90 29.3 

 Postgraduate University Degree 10 3.3 

  Trade/Industry Specific Qualification 57 18.6 

     

  Total  307   100.0 

 

The results show that participants were educated across many levels, with the 

majority of respondents having an undergraduate degree (29.3%). Further education was 

by far the largest group with 174 (56.7%), showing that these managers have a high level 

of education. A trade qualification accounted for 57 (18.6%) managers.  
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Overall this shows a profile of well qualified managers. The remainder of the 

sample were educated to year 12 (senior) level with 52 (16.9%) responses, and 23 (7.5%) 

had completed year 10 (junior), ten (3.3%) had completed a postgraduate degree, and one 

(0.3%) had primary school as their highest level of education.  

 

The education of employees and managers of hotels in recent studies was also 

compared. Sarker et al., (2003) in their study had most employees (37.5%) with a 

bachelor or undergraduate degree in Thailand. Chiang and Jang (2008) in their United 

States study and Fiksenbaum et al., (2010) in their China study, found that many 

respondents had completed college as their highest education. Percentages of (33.91%) 

and (71.6%) were recorded respectively. This study highlighted much higher levels of 

education amongst managers than was found in these other recent hotel studies.  

 

Table 4-10 shows the results of the levels of education divided between clubs and 

hotels. 

Table 4-10 – Education and Place of Work 

Education           

   Club 

    

Percent 

        

Hotel 

    

Percent 

Category Primary School 1 0.6 0 0 

 Year 10 (Junior) 10 5.9 13 9.4 

 Year 12 (Senior) 33 19.5 19 13.8 

 Technical College/TAFE Diploma 45 26.6 29 21.0 

 Undergraduate University Degree 44 26.1 46 33.3 

 Postgraduate University Degree 3 1.8 7 5.1 

  Trade/Industry Specific Qualification 33 19.5 24 17.4 

       

  Total  169   100.0  138   100.0 
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The education level of the managers who are working in a hotel revealed 46 

(33.3%) with an undergraduate degree, followed by 29 (21.0%) with a technical 

college/TAFE diploma. In the clubs, the highest category was 45 (26.6%) of managers 

with a technical college/TAFE diploma, and 44 (26.1%) with an undergraduate degree. 

Whilst there are minor differences, there is no discernable pattern of disparity between 

clubs and hotel managers. 

 

In summary, this study provides demographic statistics about the respondents’ 

gender, age, years worked in the hospitality industry, years worked in the hotel or club, 

employment, and education. Other recent hotel studies from the review of literature in 

Asia and United States were critiqued and compared. The results have shown that there is 

an even distribution of males and females with more club than hotel managers 

responding. Most managers were aged between 26 and 40 with little representation of the 

older age ranges. Managers (on average) had worked in the industry for approximately 

seven and half years, with a reasonable dispersion of experienced to less-experienced 

managers. It is notable that the mean for years worked in their current organisation was at 

least four and half years. The highest overall percentage of managers in this study worked 

in the food and beverage (front-of-house) and kitchen/catering department (back-of-

house) positions. Positions broken down between clubs and hotels revealed that the 

largest percentage of managers in clubs worked in gaming, whereas those in hotels 

worked in food and beverage. The education levels of the managers were high, with 174 

(56.7%) going on to further education. Overall managers in this study seemed to be well 

qualified. 
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Chapter 5 - Quantitative Results 

5.0 Introduction 

This quantitative phase will analyse and expand on the inferences obtained from 

the qualitative inquiry. In a qualitative/quantitative sequence, the researcher starts with a 

minor qualitative data collection and analysis, using the results to design the subsequent 

major quantitative phase of the study. Meekers (1994) suggests this is a common type of 

sequencing because in most quantitative research, the instrument is developed or re-

developed after a pilot study and qualitative interviews have been analysed or coded.  

 

As previously reported, the survey underwent a number of design steps. 

Suggestions and comments using a relevant scale were made by the expert panel and it 

was revealed that a number of items derived from the literature should be removed. 

 

Once the survey was designed, using 35 items, descriptive statistics were used to 

answer the research question, and two sub research questions, whilst parametric tests 

were used to answer the five hypotheses. The survey consisted of items which managers 

rated using a Likert type scale from one (1 – Slightly Disagree) to seven (7 – Strongly 

Agree).  

 

The research question examined middle-level managers’ perceptions of 

psychological empowerment, organisational factors, and job satisfaction. The two sub 

research questions examined the change and turnover intentions of the managers towards 
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their roles and employers. The independent t-tests were used to compare mean scores of 

two groups on a given item. This technique consists of tests of groups for statistical 

difference. Groups that were tested included the non-degree and degree, hotel and club, 

and male and female managers. The one-way ANOVA used in this study was to compare 

the means of three groups on one item. The groups encompassed hospitality middle-level 

managers that have worked in the industry for a period of 0-5 years, 5-10 years and 10+ 

years. These groups again were tested against the 35 items in the survey. The purpose of 

analysis of variance (ANOVA) is also to test differences in means for statistical 

significance. 

 

Regression analysis is used in this study to assess the relationship between one 

dependent dimension and two independent dimensions. The analysis was conducted to 

determine if there were any relationships between the dimensions of psychological 

empowerment, organisational factors, and job satisfaction for the middle-level managers. 

The dimensions were tested on the experienced to less experienced, hotel and club, and 

male and female managers, using multiple regression to find if there were any different 

significant relationships. Finally, principal components analysis was used to reduce the 

35 items so as to apply multiple regression to determine if there were any stronger or 

more significant relationships or predictors between the above mentioned psychological 

empowerment, organisational factors, and job satisfaction.  

 

The Statistical Package for Social Sciences (SPSS) version 18.0 was utilised as 

the computerised statistical package for this data analysis phase. 
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5.1 Overall Model of Results 

  An overall model has been developed for this chapter, examining the dimensions 

of psychological empowerment, organisational factors and job satisfaction in the 

hospitality industry. Figure 5-1 below provides the results of this chapter in diagrammatic 

form. The results will follow in more detail in section 5.2.  

Figure 5-1 – Overall Model 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

35 Item Survey – derived from literature, 
and expert pilot study: 

 
Psychological Empowerment (4 items) 

Organisational Factors (16 items) 

Job Satisfaction (15 items) 

Top Ten Rated Items: 
Perceptions of Hospitality 

Middle-level Managers 
 

1.   Steady employment 
2.   Competence 
3.   Meaning 
4.   Self-determination 
5.   Communication 
6.   Doing things for others 
7.   Use of abilities 
8.   Skill set 
9.   Help from workmates 
10. Fair treatment 

Independent T-Tests:  
Perceptions of Hospitality 

Middle-level Managers 
many significant differences 

between: 
 

- Education (13 items) 
- Hotel or Club (12 items) 
- Gender (10 items) 
- Experience (18 items) 

Multiple Regression: 
Psychological Empowerment & 

Organisational Factors were significant 
(37%) in predicting Job Satisfaction 

 
significant differences also between 

  
- Experience 
- Gender 
- Hotel or Club 

Principal Components Analysis: 
Reduction of 35 items to 18 items 

Rotated Four factor Solution (50.21%) 
 

- Intrinsic Motivation (7 items)  
- Psychological Empowerment (4 items) 
- Extrinsic Motivation (3 items) 
- Teamwork (4 items) 

 

Rotated Four Factor Solution 
Multiple Regression: 

Psychological Empowerment & 
Teamwork were significant in predicting 

 
- Intrinsic motivation (36.3%) and  
- Extrinsic motivation (16.1%) 

Multiple Regression: 
Intrinsic Motivation is significant in 

predicting 
 

- Total Job Satisfaction (80.8%) 
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5.2 Perceptions of Middle-level Managers 
 

This aspect of the study examines middle-level managers’ perceptions of 

psychological empowerment, job satisfaction, organisational factors and turnover intent. 

The research question will be addressed using the results from table 5-1 below, which 

provides descriptive statistics on how the 35 items of psychological empowerment, job 

satisfaction and organisational factors were rated by the middle-level managers of the 

study, after comparing each independent item mean score.  

 

5.2.1 Research Question  

What are middle-level managers’ perceptions of psychological 

empowerment, job satisfaction and organisational factors, in the hospitality 

industry? 
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Table 5-1 – Perceptions of Middle-level Managers 

Items 

                  

N 

               

Mean Std Deviation 
 

Steady employment 307 

 

5.99 

 

0.82 

Competence 307 5.97 0.68 

Meaning 307 5.94 0.74 

Self-determination 307 5.94 0.73 

Enjoyable communication with others 307 5.84 0.72 

Doing things for others 307 5.84 0.82 

Being able to use abilities 307 5.77 0.91 

Skill set  307 5.77 0.68 

Help from workmates 307 5.71 0.73 

Fair treatment 307 5.69 0.74 

Good decisions made by the Supervisor 307 5.67 0.84 

Job keeps me busy 307 5.65 0.94 

Good working conditions 307 5.65 0.86 

Employees are handled by Supervisor well 307 5.64 0.93 

Trust towards Upper Management 307 5.61 0.76 

Impact 307 5.57 1.01 

Variety 307 5.57 1.07 

Communication and understanding 307 5.56 0.76 

Own judgement allowed 307 5.55 0.72 

Full confidence of workmates 307 5.48 0.85 

Policies put into practice well 307 5.47 0.86 

Need advice from others 307 5.46 1.00 

Feelings of accomplishment 307 5.42 1.03 

Upper management are sincere 307 5.38 0.89 

Open communication 307 5.26 1.04 

Autonomy 307 5.23 1.32 

Receive praise from Supervisor 307 5.09 1.33 

Hotel/Club is a nice place to work 307 5.01 1.18 

Chances of advancement  307 4.75 1.36 

Others don’t understand information 307 3.86 1.42 

Pays well 307 3.55 1.57 

Information I often receive is inaccurate 307 2.94 1.32 

Hotel/Club has a poor future 307 2.66 1.38 

Not enough training 307 2.61 1.10 

Don’t care about the fate of Hotel/Club 307 2.20 1.20 

    

Means based on a seven point scale where 1 = Strongly Disagree, 2 = Disagree, 3 = Slightly Disagree, 4 = 

Neutral, 5 = Slightly Agree, 6 = Agree, 7 = Strongly Agree. 

 

A different grey of shading has been applied to the three categories. 

Grey shade 10% - Items that received a rating of higher than 5 but less than 7 

Grey shade 20% - Items that received a rating of higher than 3 but less than 5 

Grey shade 30% - Items that received a rating of higher than 1 but less than 3 
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The results show that many of the 35 items were rated more than five (5.0 – 

Slightly agree) and very few were rated less than three (3.0 – Slightly disagree) when 

middle level managers considered items that they either agree or disagreed about in their 

job. In total, there were 28 items that rated over five. The top ten comprised of steady 

employment (M = 5.99), competence (M = 5.97), meaning (M = 5.94), self-determination 

(M = 5.94), enjoyable communication with others (M = 5.84), doing things for others (M 

= 5.84), being able to use abilities (M = 5.77), skill set (M = 5.77), help from workmates 

(M = 5.71) and finally, fair treatment (M = 5.69). The managers in this study rated that 

their jobs provide steady employment and have feelings of psychological empowerment 

with competence, meaning, and self-determination rating very highly. 

 

Items that received higher than three but less than five as a mean (M) were, 

‘chances of advancement’ with a (M = 4.75) while managers rated ‘others don’t 

understand information’ as a (M = 3.86) and then ‘job pays well’ with a (M = 3.55). 

These scores show that managers thought that advancement within their hotel or club was 

limited, and pay conditions were poor. The hospitality industry is renowned for low pay 

conditions (Davidson et al., 2006; Chiang and Jiang, 2008) and these results do not 

surprise. 

 

Only four items rated between a mean score of one and three. These items were 

negatively worded and managers responded by disagreeing. They included, ‘information 

I receive is often inaccurate’ (M = 2.94), ‘Hotel/Club has a poor future’ (M = 2.66), ‘not 

enough training’ (M = 2.61) and lastly with the lowest mean was ‘I don’t care about the 



 99 

hotel/club’s future’ with (M = 2.20). These results show that managers care about their 

club or hotel and its future, and enough training is provided in their jobs.  

 

In summary, middle-level managers’ perceptions in answering the research 

question show they are psychologically empowered with three of the four Spreitzer items 

including competence, meaning, and self-determination, rating very high. Impact was an 

item which received much lower ratings. Managers seem to be very satisfied with most 

job satisfaction factors: steady employment, doing things for others, being able to use 

abilities, keeping busy, good decisions made by supervisors, and good working 

conditions, rating very high. Negatives towards job satisfaction included pay and chances 

of advancement. Most managers seemed happy with the organisational factors, with 

enjoyable communication with others, fair treatment, and trust towards upper 

management, rating highly. Training was perceived as being sufficient, and the 

information that was provided and delivered appeared to be accurate. They seemed to 

care about their place of work, and believed that their hotels and clubs had a good future.  

 

A more detailed discussion on the perceptions of middle-level managers on items 

of psychological empowerment, organisational factors and job satisfaction, will be 

presented in chapter six. 
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5.2.2 Research Sub Question 1 

What are hospitality middle-level managers’ job turnover intentions towards 

their current role?  

 

Table 5-2 below provides results based on middle-level managers’ job turnover 

intentions towards their current role. 

 

Table 5-2 – Job Turnover Intention to Role 

 

 
Ratings based on a three point scale where 1 = 0 – 2 years, 2 = 2 – 4 years, 3 = 5+ years 

 

  

The results show that 85 (27.7%) of managers in their hotel or club responded that 

they wanted to leave their current role within the next two years. 107 managers (34.9%) 

stated that they did not want to be in their current position within two to four years, and 

115 (37.4%) managers wanted to leave their position after five years. This indicates that 

192 (62.6%) managers wanted to change their role within four years, before moving to 

higher positions in their hotels or clubs. The next research sub question examines middle-

level managers turnover intentions towards their employer. 
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5.2.3 Research Sub Question 2 

What are hospitality middle-level managers’ job turnover intentions towards 

their current employer?  

 

Table 5-3 below provides results based on middle-level managers’ job turnover 

intentions towards their employer. 

 

Table 5-3 – Job Turnover Intention to Employer 

 
Ratings based on a three point scale where 1 = 0 – 2 years, 2 = 2 – 4 years, 3 = 5+ years 

 

  

The results show that 30 (9.8%) managers in their hotel or club responded by 

rating that they wanted to leave their current employer within the next two years. 52 

managers (16.9%) stated that they did not want to be working for their current employer 

within two to four years, and 225 (73.3%) managers wanted to stay with their employer 

for five plus years. The results suggest that on average most managers wanted to stay 
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with their current employer for at least five plus years, before moving to a higher position 

at a different organisation, or for other reasons.  

 

Lee and Way (2010) also found that most hotel employees (30.6%) in a study in 

the United States wanted to work for their current employer for more than 5 years, similar 

to this study. 

 

In summary, the middle-level managers in this study (from the results of the two 

sub research questions) found that most managers wanted to change their job within four 

years and leave their current employer after five plus years. These results show most of 

them are committed to their jobs and employers in the foreseeable future. 

 

5.3 Hypothesis 1A 

 

H1A. There are significant differences between perceptions of psychological 

empowerment, job satisfaction, and organisational factors for middle-level 

managers in the hospitality industry, based upon degree versus non-degree. 

 

T-tests were used to find differences between groups that were mentioned earlier 

in the study (degree and non-degree, hotel and club, and male and female). Table 5-4 

below represents the test results of the degree and non-degree group. 

 

 

 

 

 

 



 103 

Table 5-4 – Degree and Non-Degree Managers 

 

Difference 

between Degree 

and non-degree         

 Degree   Non-Degree   

 N Mean SD N Mean SD t 

        

Items        

        

Competence 100 6.10 0.64 207 5.91 0.69 -2.27** 

Impact 100 5.75 0.88 207 5.47 1.05          -2.23** 

Autonomy 100 5.53 1.15 207 5.08 1.38 -2.82*** 

Variety 100 5.84 0.95 207 5.43 1.09 -3.16*** 

Employees are 

handled by 

Supervisor well 100 5.83 0.88 207 5.54 0.93 -2.57** 

Good decisions 

made by the 

Supervisor 100 5.86 0.89 207 5.57 0.79   -2.77*** 

Policies put into 

practice well 100 5.62 0.88 207 5.40 0.84 -2.10** 

Pays well 100 3.88 1.61 207 3.39 1.51 -2.58** 

Chances of 

advancement 100 5.07 1.15 207 4.58 1.42  -2.93*** 

Good working 

conditions 100 5.78 0.75 207 5.58 0.89             -1.88* 

Receive praise 

from Supervisor 100 5.34 1.13 207 4.97 1.40 -2.29** 

Hotel/Club has 

poor future 100 2.33 1.22 207 2.82 1.42 -2.96*** 

Information I 

often receive is 

inaccurate 100 2.55 1.17 207 3.13 1.34 3.72*** 

Don’t care about 

the fate of the 

Hotel/Club 100 1.82 0.94 207 2.38 1.26 3.97*** 

Means based on a seven point scale where 1 = Strongly Disagree, 2 = Disagree, 3 = 

Slightly Disagree, 4 = Neutral, 5 = Slightly Agree, 6 = Agree, 7 = Strongly Agree. 

p = Significance level 

* p < .10 

** p < .05 

***p < .01 

 

Assumptions that must be met before proceeding, are independence of groups, 

(participants appear in only one group and these groups are unrelated) and homogeneity 

of variance (groups should come from populations with equal variances).  
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There is independence of groups as there is a degree group and a non-degree 

group. To test for homogeneity of variance, this study used Levenes test for equality of 

variances, and the equality of variance must be (p > 0.05). Homogeneity of variance was 

tested and it is not significant p = 0.18 (p > 0.05), therefore homogeneity is not violated 

and equal variances are assumed.  

 

After performing an independent t-test on 35 independent items between the two 

groups, the results shown in table 5-4 indicate that there were significant differences (p < 

0.05) between the groups in 13 items. The Levenes test for equality of variance for the 

item ‘impact’ was (p = .043), ‘chances of advancement’ (p =.000) and ‘don’t care about 

the fate of hotel/club’ (p = .006) was less than (p < 0.05). This violated the homogeneity 

of variance, and equal variances are not assumed. So results and interpretation must be 

undertaken with caution for those particular t-test results. 

 

‘Impact’ for middle-level managers work was found to be significantly different 

between degree and the non-degree participants as indicated by the output, t (305) = -

2.23; p < 0.05. Using a comparison of means for middle-level managers, there was a 

significant difference between the degree group (M = 5.75, SD = 0.88) and the non-

degree group (M = 5.47, SD = 1.05). Impact involves the sense that in a job, you are 

actually accomplishing something and making a difference in the organisation.  

‘Chances of advancement’ for middle-level managers work was found to be 

significantly different between degree and the non-degree participants, as indicated by the 

output, t (305) = -2.93; p < 0.05. Using comparison of means, there was a significant 



 105 

difference between the degree group (M = 5.07, SD = 1.15) and the non-degree group (M 

= 4.58, SD = 1.42). These results suggest that managers who have a degree think that 

they have more of a chance of advancement in their club or hotel than the non-degree 

group.  

‘I don’t care about the fate of the hotel or club’ was found to be significantly 

different between degree and the non-degree participants, as indicated by the output, t 

(305) = 3.97; p < 0.05. Using comparison of means, there was a significant difference 

between the degree group (M = 1.82, SD = 0.94) and the non-degree group (M = 2.38, 

SD = 1.26). Managers with degrees cared more about their place of work than non-degree 

managers.  

 

However, because all assumptions were not upheld, results between the groups 

above should be taken with caution. The following cases have upheld all of the 

assumptions of the t-test. 

 

‘Autonomy’ in their job was found to be significantly different between degree 

and the non-degree participants as indicated by the output, t (305) = -2.82; p < 0.05. 

Using comparison of means, there was a significant difference between the degree group 

(M = 5.53, SD = 1.15) and the non-degree group (M = 5.08, SD = 1.38). In other words, 

managers in the hotels and clubs believe that having a degree allows more autonomy in 

their jobs.  

‘Variety’ in a middle-level managers’ work was found to be significantly different 

between degree and the non-degree participants as indicated by the output, t (305) =  
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-3.16; p < 0.05. Using comparison of means, there was a significant difference between 

the degree group (M = 5.84, SD = 0.95) and the non-degree group (M = 5.43, SD = 1.09). 

These results suggest that managers who have a degree think they have more variety in 

their position. ‘Good decisions made by the supervisor’ was found to be significantly 

different between degree and the non-degree participants as indicated by the output, t 

(305) = -2.77; p < 0.05. Using comparison of means, there was a significant difference 

between the degree group (M = 5.86, SD = 0.95) and the non-degree group (M = 5.57, 

SD = 1.09). The managers with degrees perceive that their supervisors are making better 

decisions in their hotels and clubs than do the non-degree managers. 

The ‘club or hotel has a poor future’, was found to be significantly different 

between the degree and the non-degree participants as indicated by the output, t (305) = -

2.96; p < 0.05. Using comparison of means, there was a significant difference between 

the degree group (M = 2.55, SD = 1.22) and the non-degree group (M = 3.13, SD = 1.42). 

The results state that managers with a degree perceived that their hotel or club’s future 

was brighter, compared to the perceptions of the non-degree group.  

‘Information I often receive is inaccurate’ in this study was found to be 

significantly different between degree and the non-degree participants as indicated by the 

output, t (305) = 3.72; p < 0.05. Using comparison of means, there was a significant 

difference between the degree group (M = 2.55, SD = 1.17) and the non-degree group (M 

= 3.13, SD = 1.34). These results suggest that managers who have a degree think they 

often receive inaccurate information, whilst managers without a degree do not think that 

they often receive inaccurate  information.  
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‘Competence’ for middle-level managers work was found to be significantly 

different between degree and the non-degree participants, as indicated by the output, t 

(305) = -2.27; p < 0.05. Using comparison of means, there was a significant difference 

between the degree group (M = 6.10, SD = 0.64) and the non-degree group (M = 5.91, 

SD = 0.69). Competence is equated with self-efficacy and described as an individual's 

belief in his or her capacity to perform activities with skill. According to the results, 

middle-level managers who have a degree would seem to have more confidence in their 

ability to perform well. 

‘Employees are handled well by the Supervisor’ was found to be significantly 

different between degree and the non-degree participants as indicated by the output, t 

(305) = -2.57; p < 0.05. Using comparison of means, there was a significant difference 

between the degree group (M = 5.83, SD = 0.88) and the non-degree group (M = 5.54, 

SD = 0.93). Managers with degrees appear to believe that employees are supervised well 

by their Supervisors, more often than non-degree managers feel that employees are 

handled well by those Supervisors .  

‘Policies put into practice well’ was found to be significantly different between 

degree and the non-degree participants as indicated by the output, t (305) = -2.10; p < 

0.05. Using comparison of means, there was a significant difference between the degree 

group (M = 5.62, SD = 0.88) and the non-degree group (M = 5.40, SD = 0.93).  This may 

suggest that managers with degrees understand policies and procedures better, and 

therefore think that they put them into  practice better within the organisation.  

‘Pays well’ was found to be significantly different between degree and the non-

degree participants as indicated by the output, t (305) = -2.58; p < 0.05.  
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Using comparison of means, there was a significant difference between the degree 

group (M = 3.88, SD = 1.61) and the non-degree group (M = 3.39, SD = 1.51). Pay 

conditions were rated as ‘low’ by all middle-level managers, but lower by non-degree 

managers. 

‘Receive praise from Supervisor’ was found to be significantly different between 

degree and the non-degree participants as indicated by the output, t (305) = -2.29; p < 

0.05. Using comparison of means, there was a significant difference between the degree 

group (M = 5.34, SD = 1.13) and the non-degree group (M = 4.97, SD = 1.40). These 

results suggest that managers who have a degree believe that they are praised by their 

supervisors, more frequently than the non-degree managers think that they are praised by 

their supervisors. 

  

In summary, Hypothesis 1A is supported, as the results have shown that degree 

managers rated items such as ‘competence’, ‘autonomy’, ‘good working conditions’, 

‘variety’, ‘praise from a supervisor’, ‘good decisions made by a supervisor’, and ‘pays 

well’ significantly differently (and also higher) than did the non-degree managers.  

 

5.4 Hypothesis 1B  

 

H1B  There are significant differences between perceptions of psychological 

empowerment, job satisfaction and organisational factors for middle-level managers 

in the hospitality industry, based upon hotel versus club.   Results of hotel and club 

managers will be compared next with table 5-5 below representing their perceptions 



 109 

concerning items on psychological empowerment, job satisfaction, and organisational 

factors, in their jobs. 

 

Table 5-5 – Club and Hotel Managers 

 

Difference 

between Club 

and Hotel        

 Club   Hotel   

 N Mean SD N Mean SD t 

        

Items        

        

Meaning 169 5.82 0.72 138 6.08 0.69 -3.15*** 

Competence 169 5.89 0.63 138 6.07 1.05          -2.30** 

Self-

determination 

 

169 5.86 0.74 

 

138 6.02 1.38 -1.98** 

Impact 169 5.46 1.04 138 5.69 1.09 -2.04** 

Job keeps me 

busy 

 

169 5.56 0.93 

 

138 5.76 0.93 -1.84* 

Employees are 

handled by 

Supervisor well 

 

 

169 5.49 0.90 

 

 

138 5.80 0.79   -2.91*** 

Doing things for 

others 

 

169 5.74 0.77 

 

138 5.94 0.84 -2.16** 

Own judgement 

allowed 

 

169 5.42 0.65 

 

138 5.70 1.51         -3.39*** 

Good working 

conditions 

 

169 5.53 0.86 

 

138 5.78 1.42 -2.50** 

Good decisions 

made by the 

Supervisor 

 

 

169 5.50 0.70 

 

 

138 5.73 0.89 -2.75** 

Skill set 169 5.65 0.65 138 5.90 1.40 -3.30*** 

Communication 

and 

understanding  

 

 

169 5.47 0.69 

 

 

138 5.66 1.42 -2.22** 

Others don’t 

understand 

information 

 

 

169 3.63 1.44 

 

 

138 4.13 1.34 -3.08*** 

Means based on a seven point scale where 1 = Strongly Disagree, 2 = Disagree, 3 = 

Slightly Disagree, 4 = Neutral, 5 = Slightly Agree, 6 = Agree, 7 = Strongly Agree. 

 

p = Significance level 

* p < .10 

** p < .05 

***p < .01 
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Assumptions are met with independence of groups, as there is a club group and a 

hotel group, and homogeneity of variance was tested and  is not significant p = 0.13 (p > 

0.05). Therefore homogeneity is not violated and equal variances are assumed.  

 

After performing an independent t-test on 35 independent items between the two 

groups, the results shown in table 5-5 indicate there were significant differences (p < 

0.05) between the groups in 12 items. The Levenes test for equality of variance was 

performed, and the item ‘own judgement allowed’ was (p =.021) which is less (p < 0.05), 

This therefore violates the homogeneity of variance, and equal variances are not assumed, 

so results and interpretation must be undertaken with caution for that particular t-test 

result.  

 

‘Own judgment allowed’ was rated significantly different between hotel managers 

and club managers as indicated by the output, t (305) = -3.39; p < 0.05. Using 

comparison of means for middle-level managers, there was a significant difference 

between the club group (M = 5.42, SD = 0.65) and the hotel group (M = 5.70, SD = 

0.77). Having the ability to make decisions and use their own judgement, is a further way 

that managers can be empowered. Managers obviously felt that being given the 

opportunity to make decisions indicated that they were trusted, and that allowed them to 

feel more involved in their work. 

However, because all assumptions were not upheld, results between the groups 

above should be taken with caution. The following cases have upheld all of the 

assumptions of the t-test. 
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‘Meaning’ in their job was found to be significantly different between hotel and 

the club participants as indicated by the output, t (305) = -3.15; p < 0.05. Using 

comparison of means, there was a significant difference between the club group (M = 

5.82, SD = 0.72) and the hotel group (M = 6.08, SD = 0.73). The results show that hotel 

middle-level managers believe that their work is more important or meaningful to them, 

compared to what club managers think.   

‘Competence’ in their job was found to be significantly different between the 

hotel and club participants, as indicated by the output, t (305) = -3.15; p < 0.05. Using 

comparison of means, there was a significant difference between the club group (M = 

5.89, SD = 0.63) and the hotel group (M = 6.07, SD = 1.05).  This suggests that hotel 

managers felt more confident about their skills in their jobs, than did the club managers. 

The hotel managers in this study had better educational qualifications, which may impact 

upon their confidence in their jobs.  

‘Self-determination’ in their job was found to be significantly different between 

hotel and the club managers as indicated by the output, t (305) = -1.98; p < 0.05. Using 

comparison of means, there was a significant difference between the club group (M = 

5.86, SD = 0.74) and the hotel group (M = 6.02, SD = 1.38).  Self determination is the 

ability to choose how to do your job, and an individual’s sense of initiating actions. Hotel 

managers obviously believe that they have more freedom in their jobs, compared to what 

club managers perceive. 

‘Employees are handled by Supervisor well’ was found to be significantly 

different between hotel and the club managers as indicated by the output, t (305) = -2.91; 

p < 0.05. Using comparison of means, there was a significant difference between the club 
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group (M = 5.49, SD = 0.90) and the hotel group (M = 5.80, SD = 0.79).  Hotel managers 

rated their supervisors higher in this item, compared to club managers.  

‘Doing things for others’ as a middle-level manager was found to be significantly 

different between hotel and the club managers as indicated by the output, t (305) = -2.16; 

p < 0.05. Using comparison of means, there was a significant difference between the club 

group (M = 5.74, SD = 0.77) and the hotel group (M = 5.94, SD = 0.84). Hotel managers 

rated ‘doing things for others’, more highly than did the club managers. 

‘Good working conditions’ of the organisation, was found to be significantly 

different between hotel and the club managers as indicated by the output, t (305) = -2.50; 

p < 0.05. Using comparison of means, there was a significant difference between the club 

group (M = 5.53, SD = 0.86) and the hotel group (M = 5.78, SD = 1.42). Hotel managers 

believed that they had ‘good working conditions’, more so than did their counterparts. 

‘Good decisions made by the Supervisor’ was found to be significantly different 

between hotel and the club managers as indicated by the output, t (305) = -2.75; p < 0.05. 

Using comparison of means, there was a significant difference between the club group 

(M = 5.50, SD = 0.70) and the hotel group (M = 5.73, SD = 0.89). Hotel managers rated 

this item higher than it was rated by the club managers. 

‘Skill set’ possessed by middle-level managers, was found to be significantly 

different between club and hotel managers as indicated by the output, t (305) = -3.30; p < 

0.05. Using comparison of means, there was a significant difference between the club 

group (M = 5.65, SD = 0.65) and the hotel group (M = 5.90, SD = 1.40). Hotel managers 

believed that they had a good skills set, more frequently than did the club managers. 
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‘Communication and understanding’ within a department, was found to be 

significantly different between club and hotel managers, as indicated by the output, t 

(305) = -2.22; p < 0.05. Using comparison of means, there was a significant difference 

between the club group (M = 5.47, SD = 0.69) and the hotel group (M = 5.66, SD = 

1.42). Middle-level managers in hotels rated communication and understanding (within 

their departments) higher than did their counterparts in clubs. 

‘Others don’t understand information’ was found to be significantly different 

between club and hotel managers as indicated by the output, t (305) = -3.08; p < 0.05. 

Using comparison of means, there was a significant difference between the club group 

(M = 3.63, SD = 1.44) and the hotel group (M = 4.13, SD = 1.34). Hotel managers felt 

that ‘others don’t understand information’, more frequently than did the club managers.  

In summary, Hypothesis 1B is supported, as the results have displayed that hotel 

managers rated items such as ‘meaning’, ‘competence’, ‘impact’, ‘self-determination’, 

‘good working conditions’, ‘skill set’, ‘doing things for others’ and ‘communication and 

understanding’ significantly differently (and also higher) than did the club managers. 

 

5.5 Hypothesis 1C  

H1C. There are significant differences between perceptions of psychological 

empowerment, job satisfaction and organisational factors for middle-level managers 

in the hospitality industry, based upon male versus female. 

Results from middle-level managers according to gender will be compared, with 

table 5-6 below showing their perceptions or feelings of items on psychological 

empowerment, job satisfaction and organisational factors in their workplaces. 
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Table 5-6 – Male and Female Managers 

Difference 

between Male and 

Female        

 Male   Female   

 N Mean SD N Mean SD t 

        

Items        

Employees are 

handled by 

Supervisor well 155 5.53 0.93 152 5.73 0.91 -1.90* 

Pays well 155 3.38 1.50 152 3.71 1.61 -1.85* 

Good working 

conditions 

 

155 5.56 0.83 

 

152 5.73 0.87 -1.80* 

Receive praise from 

Supervisor 

 

155 4.93 1.34 

 

152 5.25 1.29 -2.08** 

Upper management 

are sincere 

 

155 5.27 0.86 

 

152 5.50 0.90 -2.26** 

Hotel/club has poor 

future 

 

155 2.84 1.45 

 

152 2.47 1.27 2.38** 

Help from 

workmates 

 

155 5.62 0.73 

 

152 5.79 0.73 -2.04** 

Good decisions 

made by the 

Supervisor 

 

 

155 5.51 0.73 

 

 

152 5.70 0.77        -2.19** 

Information I often 

receive is 

inaccurate 

 

 

155 3.12 1.35 

 

 

152 2.76 1.24  2.41** 

Hotel/Club is a nice 

place to work 

 

155 4.78 1.25 

 

152 5.23 1.04 -3.40*** 

Enjoyable 

communication 

with others 

 

 

155 5.69 0.71 

 

 

152 5.98 0.69      -3.62*** 

Communication 

and understanding 

 

155 5.46 0.77 

 

152 5.65 0.73 -2.24** 

Need advice of 

others 

 

155 5.36 1.03 

 

152 5.55 0.96 -1.69* 

Don’t care about 

the fate of 

Hotel/Club 

 

 

155 2.34 1.28 

 

 

152 2.05 1.08 2.08** 

Means based on a seven point scale where 1 = Strongly Disagree, 2 = Disagree, 3 = 

Slightly Disagree, 4 = Neutral, 5 = Slightly Agree, 6 = Agree, 7 = Strongly Agree. 

 

p = Significance level 

* p < .10 

** p < .05 

***p < .01 

 



 115 

Assumptions are met with independence of groups, as there is a male group and a 

female group, and homogeneity of variance was tested. It is not significant p = 0.11 (p > 

0.05), therefore homogeneity is not violated and equal variances are assumed.  

 

After performing an independent t-test on 35 independent items between the two 

groups, the results shown in table 5-6 indicate there were significant differences (p < 

0.05) between the groups in ten items. The Levenes test for equality of variance was 

performed, and the item   ‘hotel/club is a nice place to work’ was (p =.004) and ‘don’t 

care about the fate of hotel/club’ was (p = .018), which is less (p < 0.05). This therefore 

violates the homogeneity of variance, and equal variances are not assumed. So results and 

interpretation must be undertaken with caution for those particular t-test results. 

‘Hotel/Club is a nice place to work’ was rated significantly differently between 

male and female participants, as indicated by the output, t (305) = -3.40; p < 0.05. Using 

comparison of means, there was a significant difference between the male group (M = 

4.78, SD = 1.25) and the female group (M = 5.23, SD = 1.04). These results show that 

females and males believe that their hotel or club is a nice place to work. However, 

females rated this higher than did the males.  

‘Don’t care about the fate of Hotel/Club’ was found to be significantly different 

between male and female participants, as indicated by the output, t (305) = -2.08; p < 

0.05. Using comparison of means, there was a significant difference between the male 

group (M = 2.34, SD = 1.28) and the female group (M = 2.05, SD = 1.08). Female 

managers seemed to care more about the fate of their hotel or club, than did the male 

managers.  
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However, because all assumptions were not upheld, results between the groups 

above should be taken with caution. The following cases have upheld all of the 

assumptions of the t-test. 

‘Receive praise from Supervisor’ was found to be significantly different between 

male and the female participants, as indicated by the output, t (305) = -2.08; p < 0.05. 

Using comparison of means, there was a significant difference between the male group 

(M = 4.93, SD = 1.34) and the female group (M = 5.25, SD = 1.29). In other words 

female managers thought they received more praise from supervisors, than did their male 

counterparts. 

‘Upper management are sincere’ was significantly different between male and 

female participants, as indicated by the output, t (305) = -2.26; p < 0.05. Using 

comparison of means, there was a significant difference between the male group (M = 

5.27, SD = 0.86) and the female group (M = 5.50, SD = 0.90). Female managers believed 

that upper management was sincere, more frequently than did the male managers. 

‘Hotel or club has a poor future’ was found to be significantly different between 

male and female participants, as indicated by the output, t (305) = -2.38; p < 0.05. Using 

comparison of means, there was a significant difference between the male group (M = 

2.84, SD = 1.45) and the female group (M = 2.47, SD = 1.27). Both groups believed that 

their hotel/club did not have a poor future. However, female managers thought that their 

club or hotel had a poor future, more frequently than did the male managers. 

‘Help from workmates’ was significantly different between male and female 

participants, as indicated by the output, t (305) = -2.04; p < 0.05. Using comparison of 

means, there was a significant difference between the male group (M = 5.62, SD = 0.73) 
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and the female group (M = 5.79, SD = 0.73). These results show that female managers 

feel that workmates help them out, more frequently than do the male managers.  

‘Good decisions made by the Supervisor’ was found to be significantly different 

between male and the female participants, as indicated by the output, t (305) = -2.19; p < 

0.05. Using comparison of means, there was a significant difference between the male 

group (M = 5.51, SD = 0.73) and the female group (M = 5.79, SD = 0.73). This study 

shows that female managers, more often than male managers, feel that their Supervisors 

can be trusted to make good decisions. 

‘Information I often receive is inaccurate’ was found to be significantly different 

between male and the female participants, as indicated by the output, t (305) = 2.41; p < 

0.05. Using comparison of means, there was a significant difference between the male 

group (M = 3.12, SD = 1.35) and the female group (M = 2.76, SD = 1.24). The results 

suggest that female managers more strongly disagreed with this item than did male 

managers. Female managers believed that the information that they received was not 

often inaccurate, whereas the male managers felt that it was often inaccurate. 

‘Enjoyable communication with others’ was found to be significantly different 

between male and the female participants, as indicated by the output, t (305) = -3.62; p < 

0.05. Using comparison of means, there was a significant difference between the male 

group (M = 5.69, SD = 0.71) and the female group (M = 5.98, SD = 0.69).  Female 

managers rated this dimension higher or more important than did the males. This suggests 

that female managers in hotels and clubs enjoyed themselves more when communicating 

with employees and customers, than did their male counterparts. 
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‘Communication and understanding’ within departments, was found to be 

significantly different between male and the female participants, as indicated by the 

output, t (305) = -2.24; p < 0.05. Using comparison of means, there was a significant 

difference between the male group (M = 5.46, SD = 0.77) and the female group (M = 

5.65, SD = 0.73). Female managers generally believed that they had effective 

communication and understanding in their departments, whereas male managers were of 

the opinion that this was the case less frequently.  

 

In summary, Hypothesis 1C is supported, as the results have showed that female 

managers rated items such as ‘pays well’, ‘praise from a supervisor’, ‘good working 

conditions’, ‘help from workmates’, ‘employees handled by a supervisor well’, and 

‘communication and understanding’ significantly differently (and higher) than did the 

male managers. 

 

5.6 Hypothesis 1D  

H1D. There are significant differences between perceptions of psychological 

empowerment, job satisfaction and organisational factors, for middle-level 

managers in the hospitality industry, based upon experienced versus less 

experienced. 

Differing levels of experience of managers working in the industry were 

compared using a one-way analysis of variance (ANOVA) with the following table 5-7 

showing results of their perceptions or feelings of items on psychological empowerment, 

job satisfaction and organisational factors in their jobs. 
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Table 5-7 – Managers Years of Experience 

Difference in 0-5    5-10    10 +     

Hospitality Years           

           

Items N Mean SD N Mean SD N Mean SD F 

Meaning 84 5.70 0.65 117 5.88 0.72 106 6.18 0.77 11.21*** 

Competence 84 5.82 0.74 117 5.85 0.65 106 6.22 0.65 12.00*** 

Self-determination 84 5.85 0.72 117 5.85 0.76 106 6.11 0.67 4.81*** 

Job keeps me busy 84 5.46 0.80 117 5.50 0.83 106 5.96 1.09 9.33*** 

Variety 84 5.60 0.87 117 5.32 1.06 106 5.81 1.17 6.00*** 

Steady employment 84 5.87 0.72 117 5.85 0.90 106 6.22 0.73 7.26*** 

Doing things for 

others 

 

84 5.70 0.80 

 

117 5.77 0.79 

 

106 6.02 0.85 4.18** 

Being able to use 

abilities 

 

84 5.60 0.97 

 

117 5.76 0.77 

 

106 5.90 0.98 2.76* 

Pays well 84 3.26 1.51 117 3.36 1.48 106 3.99 1.61 6.73*** 

Own judgement 

allowed 

 

84 5.43 0.65 

 

117 5.46 0.60 

 

106 5.74 0.86 6.12*** 

Good working 

conditions 

 

84 5.54 0.75 

 

117 5.56 0.56 

 

106 5.83 0.92 3.76** 

Hotel/Club has 

poor future 

 

84 2.40 1.15 

 

117 2.58 1.22 

 

106 2.95 1.64 4.10** 

Help from 

workmates 

 

84 5.62 0.58 

 

117 5.66 0.72 

 

106 5.84 0.84 2.61* 

Good decisions 

made by the 

Supervisor 

 

 

84 5.43 0.70 

 

 

117 5.53 0.69 

 

 

106 5.84 0.82 8.33*** 

Fair treatment 84 5.58 0.62 117 5.62 0.67 106 5.87 0.86 4.65** 

Hotel/Club is nice 

to place to work 

 

84 4.80 1.18 

 

117 4.86 1.26 

 

106 5.34 1.01 6.66*** 

Enjoyable 

communication 

with others 

 

 

84 5.77 0.61 

 

 

117 5.77 0.70 

 

 

106 5.97 0.80 2.75* 

Skill set 84 5.62 0.65 117 5.62 0.64 106 6.05 0.67 14.99*** 

Others don’t 

understand 

information 

 

 

84 3.76 1.41 

 

 

117 3.62 1.34 

 

 

106 4.19 1.47 4.75*** 

Need advice from 

others 

 

84 5.26 0.97 

 

117 5.46 0.91 

 

106 5.62 1.09 3.10** 

Don’t care about 

the fate of 

Hotel/Club 

 

 

84 2.47 1.35 

 

 

117 2.35 1.10 

 

 

106 1.82 1.08 8.90*** 

Means based on a seven point scale where 1 = Strongly Disagree, 2 = Disagree, 3 = 

Slightly Disagree, 4 = Neutral, 5 = Slightly Agree, 6 = Agree, 7 = Strongly Agree 

F value indicates level of significance of difference in mean ratings for managers that 

have worked in the hospitality industry for a period of 0-5, 5-10 and 10+ years.  

p = Significance level. 

* p < .10  

** p < .05 

***p < .01 



 120 

The parametric technique that will be used is a one way ANOVA, and this test 

compares the means of more than two groups or levels of an independent item. In this 

case, the three groups are respondents who have worked in the hospitality industry for 0-

5 years, 5-10 years, and 10+ years. Assumptions are met with independence of groups, as 

there is a 0-5, 5-10 and 10+ years experience group, and homogeneity of variance is 

tested. It is not significant p = 0.12 (p > 0.05), therefore homogeneity is not violated and 

equal variances are assumed. 

 

After performing a one-way ANOVA test on 35 items between the groups, the 

results shown in table 5-7 reveal that there were significant differences (p < 0.05) 

between the groups in 18 items. The Levenes test for equality of variance was .034 (p < 

0.05) for the item ‘job keeps me busy’, .020 (p < 0.05) ‘own judgment allowed’, .000 (p < 

0.05), ‘don’t care about the fate of club/hotel’ and .038 (p < 0.05) for ‘skill set’, which 

violates homogeneity of variance. Therefore equal variances are not assumed, and results 

and interpretation must be undertaken with caution for those four items. 

 

‘Job keeps me busy’ was significantly different between working in the industry 

for 0-5 years and working for 10+ years and also between 5-10 years and 10+ years, as 

indicated by the output, F (2, 304) = 9.33; p < 0.05. Using comparison of means, there 

was a significant difference between the group that has worked for 0-5 years (M = 5.46, 

SD = 0.80) and for 10+ years (M = 5.96, SD = 1.09) and also between the group that has 

worked 5-10 years (M = 5.50, SD = 0.80) and 10+ years (M = 5.96, SD = 1.09). These 
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results show that the most experienced managers (10+ years) perceive that there job 

keeps them busy all the time.  

‘Own judgment allowed’ was significantly different between the managers who 

had worked in the industry for 0-5 years and 10+ years and also those between 5-10 years 

and 10+ years, as indicated by the output, F (2, 304) = 6.12; p < 0.05. Using comparison 

of means, there was a significant difference between the group that has worked for 0-5 

years (M = 5.43, SD = 0.65) and for 10+ years (M = 5.74, SD = 0.86) and also the group 

that has worked 5-10 years (M = 5.46, SD = 0.60) and 10+ years (M = 5.74, SD = 0.86). 

These results show that the most experienced managers (10+ years) are able to use their 

own judgment more frequently the less experienced managers.  

‘Hotel/club has a poor future’ was rated significantly different between managers 

working in the industry for 0-5 years and working for 10+ years and also between 5-10 

years and 10+ years, as indicated by the output, F (2, 304) = 4.10; p < 0.05. Using 

comparison of means, there was a significant difference between the group that has 

worked for 0-5 years (M = 2.40, SD = 1.15) and for 10+ years (M = 2.95, SD = 1.64) and 

also the group that has worked 5-10 years (M = 2.58, SD = 1.22) and 10+ years (M = 

2.95, SD = 1.64). Most of the managers suggested that their club or hotel’s future was in 

good hands, thereby disagreeing with this statement. However, managers that have been 

working in the industry for 10+ years did not disagree as strongly as did the less 

experienced managers.  

‘Skill set’ was rated significantly differently between managers working in the 

industry for 0-5 years and working for 10+ years, and also between 5-10 years and 10+ 

years, as indicated by the output, F (2, 304) = 14.99; p < 0.05. Using comparison of 
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means, there was a significant difference between the group that has worked for 0-5 years 

(M = 5.62, SD = 0.65) and for 10+ years (M = 6.05, SD = 0.67) and also the group that 

has worked 5-10 years (M = 5.62, SD = 0.64) and 10+ years (M = 6.05, SD = 0.67). The 

experienced manager who had worked in the industry for 10+ years would obviously 

have a larger skill set (different and higher) than that of the 0-5 and 5-10 year managers.  

 

However, because all assumptions were not upheld, results with the groups above 

should be taken with caution. The following cases have upheld all of the assumptions of 

the one-way ANOVA. 

 

‘Meaning’ was rated significantly different between managers working in the 

industry for 0-5 years and working for 10+ years and also between 5-10 years and 10+ 

years, as indicated by the output, F (2, 304) = 11.21; p < 0.05. Using comparison of 

means, there was a significant difference between the group that has worked for 0-5 years 

(M = 5.70, SD = 0.65) and for 10+ years (M = 6.18, SD = 0.77) and also the group that 

has worked 5-10 years (M = 5.88, SD = 0.72) and 10+ years (M = 6.18, SD = 0.77). 

Managers who had worked in the industry for 10+ years seem to care more about their 

job, or to have perceived standards that encompass meaningfulness.  

‘Competence’ was rated significantly different between managers working in the 

industry for 0-5 years and working for 10+ years, and also between 5-10 years and 10+ 

years, as indicated by the output, F (2, 304) = 12.00; p < 0.05.Uusing comparison of 

means, there was a significant difference between the group that has worked for 0-5 years 

(M = 5.82, SD = 0.74) and for 10+ years (M = 6.22, SD = 0.65) and also the group that 
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has worked 5-10 years (M = 5.85, SD = 0.65) and 10+ years (M = 6.22, SD = 0.65). 

Managers who had worked in the industry for 10+ years seem to be more confident or 

competent in their jobs.  

‘Self-determination’ was rated significantly differently between managers 

working in the industry for 0-5 years and working for 10+ years, and also between 5-10 

years and 10+ years, as indicated by the output, F (2, 304) = 4.81; p < 0.05. Using 

comparison of means, there was a significant difference between the group that has 

worked for 0-5 years (M = 5.85, SD = 0.72) and for 10+ years (M = 6.11, SD = 0.67) and 

also the group that has worked 5-10 years (M = 5.85, SD = 0.76) and 10+ years (M = 

6.11, SD = 0.67). Middle-level managers who have worked in the industry for 10+ years 

seem to believe they are more self-determined, or have more choice in their role within 

the organisation. 

‘Variety’ was rated significantly different only between managers working in the 

industry for 5-10 years and 10+ years, as indicated by the output, F (2, 304) = 6.00; p < 

0.05. Using comparison of means, there was a significant difference between the group 

that has worked for 5-10 years (M = 5.32, SD = 1.06) and for 10+ years (M = 5.81, SD = 

1.17). Managers in the 10+ year group considered that they had more variety in their job 

than did the less-experienced managers. 

‘Steady employment’ was rated significantly different between managers working 

in the industry for 0-5 years and working for 10+ years, and also between 5-10 years and 

10+ years, as indicated by the output, F (2, 304) = 7.26; p < 0.05. Using comparison of 

means, there was a significant difference between the group that has worked for 0-5 years 

(M = 5.87, SD = 0.72) and for 10+ years (M = 6.22, SD = 0.73) and also the group that 
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has worked 5-10 years (M = 5.85, SD = 0.90) and 10+ years (M = 6.22, SD = 0.73). 

These results were before the global economic recession, and the managers believed that 

their jobs were steady. However, managers with more experience believed that there jobs 

were more secure, maybe because of their experience. 

‘Doing things for others’ was rated significantly differently between managers 

working in the industry for 0-5 years and working for 10+ years, and also between 5-10 

years and 10+ years, as indicated by the output, F (2, 304) = 4.18; p < 0.05. Using 

comparison of means, there was a significant difference between the group that has 

worked for 0-5 years (M = 5.70, SD = 0.80) and for 10+ years (M = 6.02, SD = 0.85) and 

also the group that has worked 5-10 years (M = 5.77, SD = 0.79) and 10+ years (M = 

6.02, SD = 0.85). 10+ year managers seem to think that their jobs are very complex, and 

it is therefore vital for them to achieve greater flexibility by doing things for others.  

‘Good working conditions’ was rated significantly differently between managers 

working in the industry for 0-5 years and working for 10+ years, and also between 5-10 

years and 10+ years, as indicated by the output, F (2, 304) = 3.76; p < 0.05. Using 

comparison of means, there was a significant difference between the group that has 

worked for 0-5 years (M = 5.54, SD = 0.75) and for 10+ years (M = 5.83, SD = 0.92) and 

also the group that has worked 5-10 years (M = 5.56, SD = 0.56) and 10+ years (M = 

5.83, SD = 0.92). Managers with more experience thought that their hotels or clubs had 

good working conditions, more often than did the less-experienced managers.  

‘Good decisions made by the Supervisor’ was rated significantly differently 

between managers working in the industry for 0-5 years and working for 10+ years, and 

also between 5-10 years and 10+ years, as indicated by the output, F (2, 304) = 8.33; p < 
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0.05. Using comparison of means, there was a significant difference between the group 

that has worked for 0-5 years (M = 5.43, SD = 0.70) and for 10+ years (M = 5.84, SD = 

0.82) and also the group that has worked 5-10 years (M = 5.53, SD = 0.69) and 10+ years 

(M = 5.84, SD = 0.82). In this study, managers with the most experience seem to feel that 

their supervisors make good decisions, more frequently than do the less-experienced 

managers. 

‘Fair treatment’ was rated significantly differently between managers working in 

the industry for 0-5 years and working for 10+ years, and also those between 5-10 years 

and 10+ years, as indicated by the output, F (2, 304) = 4.65; p < 0.05. Using comparison 

of means, there was a significant difference between the group that has worked for 0-5 

years (M = 5.58, SD = 0.62) and for 10+ years (M = 5.87, SD = 0.86) and also the group 

that has worked 5-10 years (M = 5.62, SD = 0.67) and 10+ years (M = 5.87, SD = 0.86). 

Managers who had the most experience (10+ years) believed that they were treated  

fairly, more frequently than did the managers with less experience.  

‘Hotel/Club is a nice to place to work’ was rated significantly differently between 

managers working in the industry for 0-5 years and working for 10+ years, and also those 

between 5-10 years and 10+ years, as indicated by the output, F (2, 304) = 6.66; p < 0.05. 

Using comparison of means, there was a significant difference between the group that has 

worked for 0-5 years (M = 4.80, SD = 1.18) and for 10+ years (M = 5.34, SD = 1.01) and 

also the group that has worked 5-10 years (M = 4.86, SD = 1.26) and 10+ years (M = 

5.34, SD = 1.01). Conditions in the workplace seem to be good, as most managers are 

happy with their treatment. Most of them strongly agreed that conditions were good. 

However, pay was rated low, a precondition of working in the hospitality industry. 
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‘Others don’t understand information’ was rated significantly different between 

managers working in the industry for 0-5 years and working for 10+ years,  and also 

between 5-10 years and 10+ years, as indicated by the output, F (2, 304) = 4.75; p < 0.05. 

Using comparison of means, there was a significant difference between the group that has 

worked for 0-5 years (M = 3.76, SD = 1.41) and for 15+ years (M = 4.19, SD = 1.47) and 

also the group that has worked 5-10 years (M = 3.62, SD = 1.34) and 15+ years (M = 

4.19, SD = 1.47). Most managers disagreed with the statement, stating that others did 

understand the information that was passed onto them. However, more experienced 

managers suggested that employees often did not understand information. Less-

experience managers felt that information was generally well understood by employees. 

‘Need advice from others’ was rated significantly different only between 

managers working in the industry for 5-10 years and 10+ years, as indicated by the 

output, F (2, 304) = 3.10; p < 0.05. Using comparison of means, there was a significant 

difference between the group that has worked for 0-5 years (M = 5.26, SD = 0.97) and for 

10+ years (M = 5.62, SD = 1.09). Managers who had worked in the industry for 10+ 

years, believed that being flexible and able to take advice was very important, whereas  

the 5-10 years group did not feel they needed advice from others very often..  

‘Don’t care about the fate of hotel/club’ was rated significantly different between 

managers working in the industry for 0-5 years and working for 10+ years, and also 

between 5-10 years and 10+ years, as indicated by the output, F (2, 304) = 8.90; p < 0.05. 

Using comparison of means, there was a significant difference between the group that has 

worked for 0-5 years (M = 2.47, SD = 1.35) and for 10+ years (M = 1.82, SD = 1.08) and 

also the group that has worked 5-10 years (M = 2.35, SD = 1.10) and 10+ years (M = 
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1.82, SD = 1.08). All managers did care about the fate of their  hotel or club, but the 10+ 

year managers seemed to care more, because this is their place of work from which they 

gain income, It is also possible that some of the managers in this group may be at an age 

where future employment might become hard to find.   

 

In summary, Hypothesis 1D is supported, as the results have showed that 

experienced managers rated items such as ‘meaning’, ‘competence’, ‘self-determination’, 

‘variety’, ‘fair treatment’, ‘use of abilities’, ‘good working conditions’, ‘enjoyable 

communication with others’, ‘pays well’ and ‘steady employment’ significantly 

differently (and higher) than did the less experienced managers. 

 

5.7 Multiple Regression 

A standard regression analysis was conducted in order to determine the relative 

importance of two independent dimensions such as psychological empowerment and 

organisational factors, in predicting job satisfaction; the dependent dimension for 

hospitality middle-level managers. 

 

The dimension of psychological empowerment is determined from the mean of 

four items; meaning, impact, self-determination and competence. Organisational factors 

are calculated using the mean of 16 items, and job satisfaction is derived from the mean 

of 15 items that formed the 35 items tested in the quantitative survey (See Appendix E for 

items in the survey representing each dimension). 
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A multiple regression analysis was used to answer hypotheses two through to 

five, and the necessary assumptions for these statistical analyses were sufficiently met. 

Standard multiple regression can only accurately estimate the relationship between 

dependent and independent dimensions if the relationships are linear in nature, and this 

was evident after detection and examination of the residual plots. Collinearity diagnostics 

revealed that the regression models that were used in this study were appropriate, with 

tolerance vales ranging from 0.1 to 1.0, and the variance inflation factor (VIF) ranging 

from 1 to 2 (Bowerman and O’Connell, 1990).  

 

Hypothesis 2 will examine whether psychological empowerment and 

organisational factors are significant in predicting job satisfaction for the middle-level 

managers. Hypothesis 3A, 3B, 3C will determine if there were any significant differences 

in predicting job satisfaction examining psychological empowerment and organisational 

factors between the years of experience, gender and type of organisation groups for 

managers. 

 

5.8 Hypothesis 2 

H2.  There is a significant relationship between perceptions of 

psychological empowerment and organisational factors, in predicting job 

satisfaction for hospitality middle-level managers 
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Table 5-8 below illustrates that middle-level managers’ perceptions of 

psychological empowerment and organisational factors are significant in predicting job 

satisfaction.  

 

Table 5-8 – Predictors of Job Satisfaction for Middle-Level Managers 

 

 

 

Independent 

Dimensions 

Standardised 

Coefficients 

 

 

t 

 

Correlations 

Beta Zero-order Partial Part 

Total 

Psychological 

Empowerment 

 

 

.380 

 

 

7.86*** 

 

 

.506 

 

 

.411 

 

 

.357 

Total 

Organisational 

Factors  

 

 

.365 

 

 

7.56*** 

 

 

.497 

.            

 

             .398 

 

 

.343 

Dependent Dimension: Total Job Satisfaction  

 

p = Significance level 

* p < .10 

** p < .05 

***p < .01 

 

With dependent and independent dimensions being linear in nature, and 

examination of residual plots and collinearity diagnostics unveiling tolerance values from 

0.1 to 1.0, and a variance inflation factor from 1 to 2, assumptions are met. 

 

This indicates that psychological empowerment and organisational factors are 

significant predictors of job satisfaction F (2, 304) = 90.82; p <.05, R² indicating 37.4% 

of the variance (95% C.I. for R² 29.0% to 45.8%). After investigation of the beta weights, 

psychological empowerment was found to be the most significant predictor of job 

satisfaction (β = .380, p < .05). Further inspection of the semi-partial correlation 

coefficients revealed that psychological empowerment made a unique contribution of 
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12.74% to the total job satisfaction score. After investigation of the beta weights, 

organisational factors was also found to be a significant predictor of job satisfaction (β = 

.365, p < .05). Further inspection of the semi-partial correlation coefficients revealed that 

organisational factors made a unique contribution of 11.76% to the total job satisfaction 

score.  

 

In summary, Hypothesis 2 is supported, as the results show middle-level 

managers’ perceptions of psychological empowerment and organisational factors are 

significant in predicting their job satisfaction within their organisations. Middle-level 

managers overall felt or perceived that psychological empowerment was more significant 

in predicting job satisfaction than the organisational factors in their clubs and hotels. 

 

5.9 Hypothesis 3A   

H3A. There are significant differences between psychological empowerment 

and organisational factors in predicting job satisfaction for hospitality middle-level 

managers, based upon experienced versus less experienced: 

 

The following table 5-9 illustrates results of middle-level managers’ perceptions 

of psychological empowerment and organisational factors in predicting job satisfaction 

based on differing levels of experience in the industry. 
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Table 5-9 – Predictors of Job Satisfaction by Industry Experience 

 

Hospitality 

Experience 

0-5 years 

Standardised 

Coefficients 

 

 

t 

 

Correlations 

Beta Zero-order Partial Part 

Total 

Psychological 

Empowerment  

 

 

.343 

 

 

3.29*** 

 

 

.354 

 

 

.344 

 

 

.340 

Total 

Organisational 

Factors  

 

 

.102 

 

 

0.98 

 

 

.142 

.            

 

             .108 

 

 

.101 

Hospitality 

Experience 

5-10 years 

Standardised 

Coefficients 

 

 

t 

 

Correlations 

Beta Zero-order Partial Part 

Total 

Psychological 

Empowerment  

 

 

.332 

 

 

3.97*** 

 

 

.367 

 

 

.349 

 

 

.329 

Total 

Organisational 

Factors  

 

 

.288 

 

 

3.45*** 

 

 

.329 

.            

 

             .308 

 

 

.286 

Hospitality 

Experience 

10+ years 

Standardised 

Coefficients 

 

 

t 

 

Correlations 

Beta Zero-order Partial Part 

Total 

Psychological 

Empowerment  

 

 

.373 

 

 

4.79*** 

 

 

.619 

 

 

.427 

 

 

.318 

Total 

Organisational 

Factors  

 

 

.471 

 

 

6.05*** 

 

 

.666 

.            

 

             .512 

 

 

.402 

Dependent Dimension: Total Job Satisfaction         p = Significance level   * p < .10 

** p < .05 

***p < .01 

 

With dependent and independent dimensions being linear in nature, and 

examination of the residual plots and collinearity diagnostics unveiling tolerance values 

from 0.1 to 1.0, and a variance inflation factor from 1 to 2, assumptions are met. 

 

Middle-level managers that had worked in the industry for 0-5 years indicated that 

only psychological empowerment was a significant predictor of job satisfaction F (2, 81) 
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= 6.37; p <.05, R² indicating 13.6% of the variance (95% C.I. for R² 0.7% to 26.5%). 

After investigation of the beta weights, psychological empowerment was found to be a 

significant predictor of job satisfaction (β = .343, p < .05). Further inspection of the semi-

partial correlation coefficients revealed that psychological empowerment made a unique 

contribution of 11.56% to the total job satisfaction score.  

 

Middle-level managers that have worked in the industry for 5-10 years indicated 

that psychological empowerment and organisational factors were both significant 

predictors of job satisfaction F (2, 114) = 15.74; p <.05, R² indicating that 21.6% of the 

variance (95% C.I. for R² 8.9% to 34.3%). After investigation of the beta weights, 

psychological empowerment was found to be the most significant predictor of job 

satisfaction (β = .332, p < .05). Further inspection of the semi-partial correlation 

coefficients revealed that psychological empowerment made a unique contribution of 

10.82% to the total job satisfaction score. After investigation of the beta weights, 

organisational factors was also found to be a significant predictor of job satisfaction (β = 

.288, p < .05). Further inspection of the semi-partial correlation coefficients revealed that 

organisational factors made a unique contribution of 8.18% to the total job satisfaction 

score. 

 

This shows that middle-level managers who had worked in the industry for 10+ 

years indicated that psychological empowerment and organisational factors were both 

significantly stronger predictors of job satisfaction F (2, 103) = 66.8; p <.05, R² 

indicating 54.5% of the variance (95% C.I. for R² 42.2% to 61.9%). After investigation of 
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the beta weights, psychological empowerment was found to be a significant predictor of 

job satisfaction (β = .373, p < .05). Further inspection of the semi-partial correlation 

coefficients revealed that psychological empowerment made a unique contribution of 

10.11% to the total job satisfaction score. After investigation of the beta weights, 

organisational factors was found to be the most significant predictor of job satisfaction (β 

= .471, p < .05). Further inspection of the semi-partial correlation coefficients revealed 

that organisational factors made a unique contribution of 16.16% to the total job 

satisfaction score.  

 

In summary, Hypothesis 3A is supported, as the results show that middle-level 

managers with more experience perceive that psychological empowerment and 

organisational factors are very significant in predicting job satisfaction in their clubs and 

hotels. Middle-level managers with the most experience felt or perceived that 

organisational factors are more significant in predicting job satisfaction than 

psychological empowerment, in their clubs and hotels. For less experienced managers, 

psychological empowerment was more significant than organisational factors, in 

predicting job satisfaction. 

 

5.10 Hypothesis 3B 

 

H3B. There are significant differences between psychological empowerment 

and organisational factors, in predicting job satisfaction for hospitality middle-level 

managers, based upon male versus female. 
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Table 5-10 displays the results of male and female managers’ perceptions of 

psychological empowerment and organisational factors, in predicting job satisfaction.  

 

 

Table 5-10 – Predictors of Job Satisfaction by Gender 

 

 

 

Male 

Standardised 

Coefficients 

 

 

t 

 

Correlations 

Beta Zero-order Partial Part 

Total 

Psychological 

Empowerment  

 

 

.343 

 

 

4.94*** 

 

 

.429 

 

 

.372 

 

 

.333 

Total 

Organisational 

Factors  

 

 

.362 

 

 

5.22*** 

 

 

.444 

.            

 

             .390 

 

 

.352 

 

 

Female 

Standardised 

Coefficients 

 

 

t 

 

Correlations 

Beta Zero-order Partial Part 

Total 

Psychological 

Empowerment  

 

 

.419 

 

 

6.03*** 

 

 

.573 

 

 

.443 

 

 

.375 

Total 

Organisational 

Factors  

 

 

.346 

 

 

4.97*** 

 

 

.532 

.            

 

             .377 

 

 

.309 

Dependent Dimension: Total Job Satisfaction  

 

p = Significance level 

* p < .10 

** p < .05 

***p < .01 

 

 

With dependent and independent dimensions being linear in nature, and 

examination of the residual plots and collinearity diagnostics unveiling tolerance values 

from 0.1 to 1.0, and a variance inflation factor from 1 to 2, assumptions are met. 

 

The managers indicated that psychological empowerment and organisational 

factors were significant predictors of job satisfaction F (2, 152) = 33.85; p <.05, R² 

indicating 30.8% of the variance (95% C.I. for R² 19.1% to 42.5%).  After investigation 
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of the beta weights, psychological empowerment was found to be a significant predictor 

of job satisfaction (β = .343, p < .05). Further inspection of the semi-partial correlation 

coefficients revealed that psychological empowerment made a unique contribution of 

11.09% to the total job satisfaction score. After investigation of the beta weights, 

organisational factors was found to be the most significant predictor of job satisfaction (β 

= .362, p < .05). Further inspection of the semi-partial correlation coefficients revealed 

that organisational factors made a unique contribution of 12.39% to the total job 

satisfaction score. 

 

Female middle-level managers revealed that psychological empowerment and 

organisational factors were significantly stronger predictors of job satisfaction F (2, 149) 

= 54.84; p <.05, R² indicating 42.4% of the variance (95% C.I. for R² 30.8% to 54.7%) 

After investigation of the beta weights, psychological empowerment was found to be the 

most significant predictor of job satisfaction (β = .419, p < .05). Further inspection of the 

semi-partial correlation coefficients revealed that psychological empowerment made a 

unique contribution of 14.06% to the total job satisfaction score. After investigation of 

the beta weights, it was found that organisational factors was also a significant predictor 

of job satisfaction (β = .346, p < .05). Further inspection of the semi-partial correlation 

coefficients, revealed that organisational factors made a unique contribution of 9.55% to 

the total job satisfaction score.  
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In summary, Hypothesis 3B is supported, as the results have shown that female 

middle-level managers felt or perceived that organisational factors and psychological 

empowerment are truly significant in predicting job satisfaction, more often than did the 

male managers. Male managers perceived that organisational factors are more significant 

in predicting job satisfaction than psychological empowerment, and female managers (in 

contrast) believe that psychological empowerment is more significant then organisational 

factors, in predicting job satisfaction. 

 

5.11 Hypothesis 3C 

H3C. There are significant differences between psychological empowerment 

and organisational factors in predicting job satisfaction for hospitality middle-level 

managers, based upon hotel versus club 

 

Table 5-11 illustrates the results of hotel and club managers’ perceptions of 

psychological empowerment and organisational factors, in predicting job satisfaction.  
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Table 5-11 – Predictors of Job Satisfaction by Organisation Type 

 

 

 

Hotel 

Standardised 

Coefficients 

 

 

t 

 

Correlations 

Beta Zero-order Partial Part 

Total 

Psychological 

Empowerment  

 

 

.292 

 

 

3.96*** 

 

 

.430 

 

 

.323 

 

 

.276 

Total 

Organisational 

Factors  

 

 

.423 

 

 

5.74*** 

 

 

.518 

.            

 

             .443 

 

 

.400 

 

 

Club 

Standardised 

Coefficients 

 

 

t 

 

Correlations 

Beta Zero-order Partial Part 

Total 

Psychological 

Empowerment  

 

 

.459 

 

 

7.18*** 

 

 

.557 

 

 

.487 

 

 

.434 

Total 

Organisational 

Factors  

 

 

.304 

 

 

4.76*** 

 

 

.452 

.            

 

             .346 

 

 

.288 

Dependent Dimension: Total Job Satisfaction  

p = Significance level 

* p < .10 

** p < .05 

***p < .01 

 

With dependent and independent dimensions being linear in nature, and 

examination of the residual plots and collinearity diagnostics unveiling tolerance values 

from 0.1 to 1.0, and a variance inflation factor from 1 to 2, assumptions are met. 

 

Middle-level managers indicated that psychological empowerment and 

organisational factors were significant predictors of job satisfaction F (2, 135) = 35.49; p 

<.05, R² indicating 34.5% of the variance (95% C.I. for R² 22.1% to 46.9%). After 

investigation of the beta weights, psychological empowerment was found to be a 

significant predictor of job satisfaction (β = .292, p < .05). Further inspection of the semi-

partial correlation coefficients, revealed that psychological empowerment made a unique 
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contribution of 7.62% to the total job satisfaction score. After investigation of the beta 

weights, organisational factors was a more significant predictor of job satisfaction (β = 

.423, p < .05). Further inspection of the semi-partial correlation coefficients revealed that 

organisational factors made a unique contribution of 16.00% to the total job satisfaction 

score.  

 

Club middle-level managers indicated that psychological empowerment and 

organisational factors were significantly stronger predictors of job satisfaction F (2, 166) 

= 53.64; p <.01, R² indicating 39.3% of the variance (95% C.I. for R² 28.1% to 50.5%).  

After investigation of the beta weights, psychological empowerment was the most 

significant predictor of job satisfaction (β = .459, p < .01). Further inspection of the semi-

partial correlation coefficients revealed that psychological empowerment made a unique 

contribution of 18.84% to the total job satisfaction score. After investigation of the beta 

weights, organisational factors was also found to be a significant predictor of job 

satisfaction (β = .304, p < .01). Further inspection of the semi-partial correlation 

coefficients revealed that organisational factors made a unique contribution of 8.29% to 

the total job satisfaction score.  

 

Hypothesis 3C is supported, as the results have shown that club middle-level 

managers felt or perceived that organisational factors and psychological empowerment 

are more significant in predicting job satisfaction, than did the hotel managers. Hotel 

managers believed or perceived that organisational factors are more significant in 
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predicting job satisfaction, whilst club managers thought that psychological 

empowerment was more significant. 

 

In summary, psychological empowerment and organisational factors were 

significant in predicting job satisfaction for middle-level managers. The more 

experienced, female managers and club managers perceived or believed that 

psychological empowerment and organisational factors were more significant in 

predicting job satisfaction than did the less experienced male managers and hotel 

managers. As managers become more experienced, organisational factors became more 

important than psychological empowerment, in predicting job satisfaction. For the males, 

organisational factors was more important, whilst females perceived that psychological 

empowerment was more important for job satisfaction. Hotel managers believed that 

organisational factors were more significant in aiding job satisfaction, whilst for Club 

managers, psychological empowerment appeared more significant.  

 

5.12 Principal Components Analysis  

 

  The 35 items from the survey were then further analysed using a principal 

component analysis, as this seeks the set of factors that account for the total variance 

(common and unique) in a set of items (Hair, Black, Babin, Anderson and Tatham, 2006; 

Tabachnick & Fidell, 2007). 

 

Furthermore, an oblique (direct oblimin) rotation method was chosen over an 

orthogonal factor solution, as it was anticipated that the factors would have high 
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correlations (Hair et al., 2006). This method is recommended, when the correlations 

between the factors on the factor correlation matrix exceed .32 (Hair et al., 2006). 

Common factor analysis criteria were applied in this study (Hinkin, 1998; Hair et al., 

2006). For instance: a) each item was required to correlate at .30 or higher with at least 

one other dimension, b) the Bartlett’s test of sphericity needed to be significant (p < .05), 

c) the Kaiser-Meyer-Olkin (KMO) score and measure of sampling adequacy (MSA) 

values on the anti-image correlation matrix were required to be .70 or greater. Further, 

factors were deemed acceptable if: a) the eigenvalues were greater than one, b) the 

component contained at least three items that loaded highly on a single, appropriate 

factor, c) the communality statistics for each item were high, and d) the factor loading for 

each item were significant (Bollen, 1989; Hinkin, 1998; Hair et al., 2006). 

 

At this stage of the research, factor loadings of .45 or greater were deemed 

significant (Hinkin, 1998; Hair et al., 2006; Tabachnick & Fidell, 2007). This criterion 

was based on the ratio of cases to items. Once an adequate factor solution was obtained, 

the internal consistency levels of the factors were assessed as an indication of scale 

reliability. Cronbach’s alpha was calculated, as it is a common measure of scale internal 

consistency (Churchill, 1979; De Vellis, 2003; Hair et al., 2006; Tabachnick & Fidell, 

2007). Coefficients of .60 or greater were required for exploratory research, as this 

provides an indication of item covariance and also suggests that the sampling domain has 

been captured adequately (Hinkin, 1998; Netemeyer, Beardon and Sharma, 2003).  The 

corrected item-to-total correlation values were also inspected, with the scores required to 

be .50 or greater (De Vellis, 2003). 
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 To evaluate the factor structure, a principal component factor analysis with 

varimax rotation was conducted. The necessary assumptions for performing factor 

analyses were met; Kaiser-Meyer-Olkin’s Measure of Sampling Adequacy (KMO = 

.853), and Bartlett’s Test of Sphericity (p <.001) indicated suitability for factor analysis.   

An examination of the factor pattern, scree plot, and interitem correlations, suggested that 

a four-factor solution (eigenvalue > 1) was conceptually and statistically the clearest and 

most distinct pattern, accounting for a total variance of 50.21%.  The criterion for factor 

loadings was .45 or greater. Thus, this analysis resulted in a four factor scale composed of 

18 items.  The MSA scores on the anti-image correlation matrix ranged from .75 to .91. 

Bartlett’s test of sphericity was significant (p < .05) indicating the presence of appropriate 

patterns of correlations, with a χ2 value of 1288.98 with 153 degrees of freedom.  

 

The internal consistency of the four factors (see table 5-12) was then calculated 

using Cronbach’s alpha. The reliability coefficients values for the factors ranged from .69 

to .81. These values were within the recommended criteria of .60 or greater (Churchill, 

1979; Hinkin, 1998). The corrected item-to-total correlations were also inspected and all 

items were greater than .50 (De Vellis, 2003).  Following this analysis, the items in each 

of the four factors were then reviewed and named. See the following table 5-12 for the 

factor solution. 
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Table 5-12 - Rotated Factor solution for Middle-level Managers 

 Rotated factor Solution 

Items Intrinsic M  Empowerment Extrinsic M  Teamwork 

 

 

Own judgement allowed .732    

Doing things for others  .714    

Being able to use abilities .682    

Job keeps me busy .544    

Feelings of accomplishment .540    

Variety .535    

Autonomy .455    

     

Meaning   .708   

Competence   .691   

Self-determination   .672   

Impact   .645   

      

Good decisions made by the Supervisor     .809   

Employees are handled by Supervisor well     .781   

Receive praise from Supervisor     .609  

     

Communication and understanding       .740 

Advice from others       .606 

Enjoyable communication with others       .580 

Full confidence of workmates       .494 

     

Eigenvalues 4.94 1.57 1.29  1.19 

% variance explained 27.62 8.74 7.21 6.64 

Cronback Alpha (α)       0.81 0.74 0.78 0.69 

 

The resultant factor solution comprises of 18 items, across the four factors. The 

first factor explained 27.62 per cent of the variance (α: .81). This factor was labelled 

“intrinsic motivation”, as it contained seven items that related to their intrinsic motivators 

towards job satisfaction. The items were own judgment allowed, doing things for others, 

being able to use abilities, job keeps me busy, feelings of accomplishment, variety and 
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autonomy. The second factor was labelled “psychological empowerment”. This factor 

contained the four of the items from the Spreitzer (1992) scale. This factor explained 8.74 

per cent of the variance (α: .74). “Extrinsic motivation” was the label given to the third 

factor which related to the relationships or opinions that middle-level managers have of 

their supervisors or upper management. This factor contained three items and explained 

7.21 per cent of the variance (α: .78). The fourth factor contained four items that mainly 

related to perceptions and opinions of their colleagues in the organisation and therefore, 

this factor was named “teamwork” and this explained 6.64 per cent of the variance (α: 

.69).  

 

This factor solution is further analysed by using multiple regression to answer 

Hypotheses 4 and 5. Once again standard multiple regression can only accurately 

estimate the relationship between dependent and independent dimensions if the 

relationships are linear in nature and this was evident after detection and examination of 

the residual plots and also collinearity diagnostics unveiled that the regression models 

that were used in this section were appropriate with tolerance vales ranging from 0.1 to 

1.0 and the variance inflation factor (VIF) ranging from 1 to 2 (Bowerman and 

O’Connell, 1990).  

 

5.13 Hypothesis 4 

H4.  There is a significant relationship between perceptions of 

psychological empowerment and teamwork in predicting intrinsic and extrinsic 

motivation for hospitality middle-level managers. 
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Table 5-13 will follow to determine the extent of the relationships between 

psychological empowerment and teamwork from the rotated solution in predicting 

intrinsic and extrinsic motivation. 

 

Table 5-13 – Predictors of Motivation 

 

 

 

Intrinsic Motivation 

Standardised 

Coefficients 

 

 

t 

 

Correlations 

Beta Zero-order Partial Part 

Total 

Psychological 

Empowerment  

 

 

.468 

 

 

9.77*** 

 

 

.547 

 

 

.489 

 

 

.447 

 

Total 

Teamwork  

 

 

.265 

 

 

5.53*** 

 

 

.404 

.            

 

             .302 

 

 

.253 

 

 

Extrinsic Motivation 

Standardised 

Coefficients 

 

 

t 

 

Correlations 

Beta Zero-order Partial Part 

Total 

Psychological 

Empowerment  

 

 

.131 

 

 

2.38** 

 

 

.232 

 

 

.135 

 

 

.125 

 

Total 

Teamwork  

 

 

.342 

 

 

6.21*** 

 

 

.381 

.            

 

             .336 

 

 

.327 

Dependent Dimension: Intrinsic Motivation and Extrinsic Motivation  

p = Significance level 

* p < .10 

** p < .05 

***p < .01 

With dependent and independent dimensions being linear in nature, and 

examination of the residual plots and collinearity diagnostics unveiling tolerance values 

from 0.1 to 1.0, and a variance inflation factor from 1 to 2, assumptions are met. 

 

Middle-level managers indicated that psychological empowerment, and 

teamwork, were significant predictors of intrinsic motivation F (2, 304) = 86.68; p <.05, 

R² indicating 36.3% of the variance (95% C.I. for R² 27.8% to 44.8%). After investigation 

of the beta weights, psychological empowerment was the most significant predictor of 
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intrinsic motivation (β = .468, p < .05). Further inspection of the semi-partial correlation 

coefficients revealed that psychological empowerment made a unique contribution of 

19.99% to the total intrinsic motivation score. After investigation of the beta weights, 

teamwork was also a significant predictor of intrinsic motivation (β = .265, p < .05). 

Further inspection of the semi-partial correlation coefficients revealed that teamwork 

made a unique contribution of 6.40% to the total intrinsic motivation score.  

 

The middle-level managers indicated that psychological empowerment, and 

teamwork, were significant predictors of extrinsic motivation F (2, 304) = 29.09; p <.05, 

R² indicating 16.1% of the variance (95% C.I. for R² 8.7% to 23.5%). After investigation 

of the beta weights, psychological empowerment was found to be a significant predictor 

of extrinsic motivation (β = .131, p < .05). Further inspection of the semi-partial 

correlation coefficients revealed that psychological empowerment made a unique 

contribution of 1.56% to the total extrinsic motivation score. After investigation of the 

beta weights, teamwork was the most significant predictor of extrinsic motivation (β = 

.342, p < .05). Further inspection of the semi-partial correlation coefficients revealed that 

teamwork made a unique contribution of 10.69% to the total extrinsic motivation score.  

 

In summary, Hypothesis 4 is supported, as the results have shown that 

psychological empowerment and teamwork are significant in predicting intrinsic and 

extrinsic motivation of middle-level managers. The managers perceived or believed that 

psychological empowerment was more significant in predicting intrinsic motivation 

whilst teamwork was more significant in predicting extrinsic motivation. 
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5.14 Hypothesis 5 

H5. There is a significant relationship of perceptions on intrinsic 

motivators in predicting total job satisfaction, for hospitality middle-level managers 

 

Table 5-14 displays the results to determine the extent of the relationship in the 

rotated solution of the intrinsic motivators in predicting total job satisfaction.  

 

 

Table 5-14 – Intrinsic Motivators in predicting Job Satisfaction 

 

 

Intrinsic Job Satisfaction 

Items 

Standardised 

Coefficients 

 

 

t 

 

Correlations 

Beta Zero-order Partial Part 

Own judgment allowed .248 8.58*** .582 .445 .218 

Doing things for others .153 5.12*** .536 .284 .130 

Being able to use abilities .201 6.98*** .531 .375 .177 

Job keeps me busy .083 2.81*** .504 .161 .071 

Have autonomy .243 9.00*** .486 .462 .228 

Variety .271 9.25*** .601 .472 .234 

Feelings of accomplishment .250 8.43*** .613 .438 .213 

Dependent Dimension: Total Job Satisfaction 

p = Significance level 

* p < .10 

** p < .05 

***p < .01 

 

With dependent and independent dimensions being linear in nature, and 

examination of the residual plots and collinearity diagnostics revealing tolerance values 

from 0.1 to 1.0 and a variance inflation factor from 1 to 2, assumptions are met. 

 

Middle-level managers indicated that the intrinsic motivators were major 

significant predictors F (7, 299) = 180.161; p <.05, R² in explaining 80.8% of the 
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variance (95% C.I. for R² 77.0% to 84.6%) in total job satisfaction. After investigation of 

the beta weights, the intrinsic motivator, ‘variety’ was the most significant predictor of 

total job satisfaction (JS) (β = .271, p < .05), job provides ‘feelings of accomplishment’ 

was the next most significant predictor (β = .250, p < .05), followed by ‘own judgment 

allowed’ (β = .248, p < .05), then ‘autonomy’ (β = .248, p < .05), ‘being able to use 

abilities’ (β = .201, p < .05), ‘doing things for others’ (β = .153, p < .05), and lastly ‘job 

keeps me busy’ (β = .083, p < .05). Further inspection of the semi-partial correlation 

coefficients revealed that ‘variety’ made a unique contribution of 5.48%, ‘autonomy’, 

5.20%, ‘own judgment allowed’, 4.75%, ‘feelings of accomplishment’, 4.54%, ‘being 

able to use abilities’ 3.13%, ‘doing things for others’, 1.70% and ‘job keeps me busy’, 

0.50% to the total job satisfaction score. 

 

In summary, Hypothesis 5 is supported, as the results have shown that the 

intrinsic motivators are significant in predicting job satisfaction for the middle-level 

managers.  

 

5.15 Overall Summary of Quantitative Results 

The quantitative survey results now have been reported using descriptive statistics 

independent t-tests, a one-way ANOVA, multiple regression and a principal component 

analysis. An overall model (see figure 5-1) has also been presented to display these 

results in a diagram form. This model could potentially be utilised in future studies 

examining the dimensions of psychological empowerment, job satisfaction, and 

organisational factors. 
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The descriptive statistics provided the answer for the research question measuring 

perceptions of middle-level managers on psychological empowerment, organisational 

commitment, job satisfaction, and also two sub research questions examining managers’ 

turnover intentions toward their roles and employers. In answering the research question, 

managers perceived they were psychologically empowered, with strong feelings of 

competence, meaning and self-determination, satisfied with their job (except for pay and 

chances for advancement), and happy with the organisational factors of their club or 

hotel. In response to the sub-research questions, most managers had no intentions of 

leaving their job for up to four years, and intended to remain five plus years with their 

employer  

 

The independent t-test results found over ten significant differences in the 

hypotheses between the groups of education (degree and non-degree), type of 

organisation (club and hotel), and gender (male and female). The degree, hotel and 

female managers rated the items significantly differently (and higher) than did their 

counterparts, meaning that Hypothesis 1A, 1B, and 1C were supported. Some of those 

items included ‘competence’, ‘impact’, ‘meaning’ and ‘self-determination’, which 

formed the dimension of psychological empowerment. ‘Pays well’, ‘chances of 

advancement’, ‘receive praise from a supervisor’, ‘good decisions made by the 

supervisor’, and ‘employees are handled well by the supervisor’, were some of the 

common job satisfaction and organisational factor items that were rated significantly 

differently across all the groups. 
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The one-way ANOVA utilised in Hypothesis 1D which was supported, examined 

the groups (0-5, 5-10, and 10+ years of experience) and found that over half of the items 

measured in this study were significantly different between them. The more experienced 

managers rated the items higher than the less experienced managers. ‘Meaning’, 

‘competence’, and ‘self-determination’ were again rated statistically differently between 

the groups. Some of the other items included ‘variety’, ‘steady employment’, ‘doing 

things for others’, ‘pays well’, ‘good working conditions’, ‘communication and 

understanding’, and ‘fair treatment’. 

 

Multiple regression answering Hypothesis 2 followed, with results showing that 

psychological empowerment and organisational factors were significant in predicting job 

satisfaction, accounting for 37.4% of the variance. The hypothesis was supported, as 

psychological empowerment and organisational factors were significant in predicting job 

satisfaction. Of those two dimensions, psychological empowerment was a significantly 

stronger predictor of job satisfaction.  

 

Hypothesis 3A, 3B and 3C was supported, examining the work experience, 

gender and organisation type groups. The more experienced managers suggested that 

organisational factors were more significant in predicting job satisfaction, whilst in 

contrast, the less experienced managers believed that psychological empowerment was 

more important. Male managers and hotel managers believed that organisational factors 

were more significant in predicting job satisfaction, whilst female managers and club 

managers thought that psychological empowerment was more significant. 
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The last two Hypotheses 4 and 5 were both supported, examining the resultant 18 

item, four factor solution from the principal component analysis which was then tested 

using multiple regression. Hypothesis 4 revealed that teamwork and psychological 

empowerment were significant predictors of intrinsic and extrinsic job satisfaction. For 

hypothesis 4, psychological empowerment was more significant in predicting intrinsic 

motivation, whilst the organisational factors were more significant in predicting extrinsic 

motivation for the middle-level managers. Hypothesis 5 resulted in proving that intrinsic 

motivators were very significant accounting for 80.0% of the variance in predicting total 

job satisfaction of middle-level managers. In Hypothesis 5, ‘variety’ was the most 

significant, followed by ‘autonomy’. Some discussion has followed after each result, 

using tables and more detailed discussion which will follow in the next chapter. 
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Chapter 6 - Discussion 

 

6.0 Introduction 

It is critical to understand the perceptions of middle-level managers on items 

of psychological empowerment, job satisfaction, organisational factors and job 

turnover intent, as labour turnover is a significant cost to the hospitality industry. 

These dimensions play a major part in determining whether a manager wants to stay 

or leave his/her job and/or employer (Lee and Way, 2010). Davidson and Timo 

(2006) found that the average cost for replacing executives, managerial and 

supervisory staff, was annually $109,909 per hotel, with total labour turnover 

accounting for $49 million in their sample of 64 hotels in Australia. Jones (2008) 

found that hospitality industry turnover rates range from 60% to 300%, which 

includes both hotels and clubs.  

 

The maintenance of a profitable industry is dependent on the selection of 

effective and efficient managers, and if high levels of turnover continue to exist, the 

hospitality industry may be perceived as unsustainable (Worsfold, 1989a; Davidson 

and Timo, 2006). Millions of dollars (and productivity) are lost due to employee 

turnover. To reduce this dilemma, hospitality organisations such as hotels and clubs 

need to retain experienced and professional middle-level managers by empowering 

them psychologically, and in conjunction, this may enable them to achieve job 

satisfaction and organisational commitment (Braham, 2005). Hence, the purpose of 

this study was to identify whether middle-level managers in clubs and hotels in South-

East Queensland, Australia, were psychologically empowered, satisfied with their 
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jobs, and committed to their organisations, and therefore what their intentions were 

towards their job tenure.  

 

6.1 Overview of Discussion 

The following discussion is provided on the analysis of results from the 

previous chapters four and five. Chapter four examined the personal in-depth semi-

structured interviews and demographic results. Chapter five provided the results for 

the research question, two sub-research questions, and five hypotheses, using 

descriptive statistics, independent t-tests, a one-way ANOVA, multiple regression  

and a  principal components analysis. 

 

6.2 Personal Interviews 

The qualitative phase involved in depth semi-structured interviews of a small 

convenience sample of five middle-level managers working in the hospitality 

industry. The interview data provided a minor foundation to the major quantitative 

phase. 

 

Managers were asked five questions on empowerment, psychological 

empowerment, job satisfaction, organisational commitment, and job turnover (See 

Appendix D). Managers defined empowerment as “Having discretion, independence 

or trust from upper management, to make decisions quickly”.  However, this was 

qualified, depending on certain circumstances.  This meant that managers were 

empowered up to a numerical value, or upon severity of situation, problem or query. 

The numerical values ranged from $10 to $200 for managers in the clubs and hotels. 
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Comparatively, employees that have worked (for many years) in Ritz Carlton hotels, 

have been known to be empowered up to a $1,500, which is significantly higher 

(Carper, 1991). 

 

Most managers said that they were committed to their jobs because of the 

organisational culture. The culture was social, enjoyable and fun, as described by the 

managers. Being a middle-level manager, most of them were awaiting for their 

opportunity to step into a senior role, believing that they had contributed to the 

success of the business and deserved their chance of promotion. They seemed 

satisfied with their job, because it provided many learning and career opportunities. It 

also allowed some of them working in hotels, to travel and work for major 

international chains. Some stated that every work day was different, and this was what  

kept them motivated. Job turnover was prevalent in most of the hotels or clubs, and 

some managers believed that human resource managers were hiring based on shortage 

of staff, rather than hiring the right person for the right job. In general, job turnover 

occurred, and it seemed to be related to low pay, long hours and weekend work.  

 

The pilot study on the expert panel then reported their opinions, based on a 

relevant scale, about the items that were being considered for the survey in the next 

quantitative phase. Suggestions and comments made by the managers in the pilot 

study, together with academic input, helped redefine and reduce the existing items 

from the literature. 
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6.3 Demographic Statistics 

The survey was distributed to 610 middle-level hospitality managers within 

hotels and clubs in South East Queensland, Australia, using a non-probability or 

purposive sampling strategy to gather data on the demographics of the sample.   

 

The sample consisted of an even distribution of 155 (50.5%) males, and 152 

(49.5%) females, with the majority aged from 31-35. Overall, most managers were 

between 26 to 40 years of age, with the older age ranges under-represented. There 

were 169 (55.0%) club managers, and 138 (45.0%) hotel managers. The clubs had 

more male managers. However, hotels had more female managers. There appeared to 

be little real, discernable difference between clubs and hotels. 

 

On average, managers in this study had been working in the industry for 

approximately seven years. Nearly one fifth had become a manager in their club or 

hotel during the last two years. Two hundred and twenty-four (72.9%) managers had 

less than five years experience in their current organisation,  and this is not surprising, 

considering high job-turnover is a characteristic of the hospitality industry (Davidson 

and Timo, 2006). On average, managers had been working in their hotel or club for 

approximately four years.  

 

Employment in a hotel or club, consists of many diverse types of jobs, and 

may consist of both back and front-of-house managers. Front-of-house managers 

work directly (face to face) with customers, whilst back-of-house managers do not 

have direct (face to face) contact with customers.  There was an even distribution in 

the sample, with 145 (47.2%) front-of-house managers, and 162 (52.8%) back-of-
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house managers represented. From the sample of club managers, the highest response 

recorded included 26 (15.4%) gaming managers (15.4%), and in the hotels, there were 

32 (23.2%) food and beverage managers. Most front-of-house managers worked in 

gaming, and food and beverage, and in the back-of-house, kitchen and housekeeping 

managers were represented with the largest numbers. Employment positions are 

similar in both hotels and clubs, except for reservations, which are only found in 

hotels, and gaming and sports which are only found in the clubs sample. 

 

Managers’ education was across many levels, with 90 (29.3%) having an 

undergraduate degree, and 174 (56.7%) of the managers having further education 

after high school. Most managers had an undergraduate degree in the hotels; 46 

(33.3%), whilst in clubs, 45 (26.6%) of the managers had a Technical College/TAFE 

Diploma. This indicated that the sample was generally well qualified. 

 

6.4 Descriptive Statistics 

The results of the descriptive statistics lead to a discussion of the research 

question and two sub research questions. The research question asked for middle-level 

managers’ perceptions of 35 items on psychological empowerment, job satisfaction, 

and organisational factors. The 35 items were derived from the literature review and 

the pilot study with experts and academia. Two sub research questions examined the 

managers’ job turnover intentions towards their roles and their employers. 
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6.4.1 Research Question  

Before discussing the results from table 5-1 on page 95, the research question 

is stated below.  

 

What are middle-level managers’ perceptions of psychological 

empowerment, job satisfaction, and organisational factors in the hospitality 

industry? 

This discussion will elaborate on the very high and very low-rated items from 

table 5-1. The items from the survey were ranked in descending order of agreement 

(from highest mean to the lowest mean) by the hospitality middle-level managers 

from the clubs and hotels.  

 

When the data were collected, middle managers felt very safe in their jobs, 

and rated this item the highest, stating that their jobs provided steady employment. 

Maslow (1970) and Herzberg (1987) respectively, found that safety or job security is 

predominantly satisfied externally (or extrinsically), and job satisfaction has been 

shown to correlate with job security in the hospitality industry (Wong et al., 1999; 

Lam, Lo and Chan, 2002; Lam and Zhang, 2003; Lee and Way, 2010). Tony and 

Cathy (1995) also pointed out that extrinsic factors are more important to motivate 

employees in the hospitality industry. Wong et al., (1999) and Hancer and George 

(2003) found in their studies in Hong Kong and the United States respectively, that 

the hospitality employees in their studies  also  rated job security as the most 

important for  job satisfaction. 
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Three of the four Spreitzer (1992) psychological items rated highly by the 

managers, were competence, meaning and self-determination. Competence, also 

known as self-efficacy, refers to the degree to which a person can perform a task 

(Thomas and Velthouse, 1990).  It may be defined as the belief that someone 

possesses the ability to organise and execute a course of action required to produce a 

particular goal or objective.  It is said to be the strongest control mechanism for 

empowerment (Thomas and Velthouse, 1990; Kinlaw, 1995; Bandura, 1997). 

According to Hackman and Oldham (1980), there is a positive association between 

one’s job satisfaction and his or her competence. Hartline and Ferrell (1996) however, 

suggest that highly competent employees tend to be less satisfied with their jobs. 

Managers in this study felt cognitively confident (and/or competent) in their roles,  

and therefore felt in control. The level of education and experience of managers may 

be significant in this result, as the majority of them possessed an undergraduate 

degree and had worked at least 7 years in the industry. This may explain why they felt 

confident and competent in their jobs. 

  

Meaning was also rated as being important for middle-level managers in their 

jobs. A meaningful job should be challenging and interesting, and can affect 

satisfaction and feelings of empowerment (Lawler, 1983; Thomas and Velthouse, 

1990; Spreitzer, 1995). Wong et al., (1999) also found that interesting work or 

meaningful work is an important intrinsic motivator for hotel employees. Managers 

inherently care about their job meaningfulness, and this allows them to exercise their 

autonomy and independence (Hancer and George, 2003). Job meaningfulness has 

been linked to job satisfaction, and a positive relationship has been found between job 

satisfaction and employee empowerment amongst service employees (Hackman and 
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Suttle, 1977; Fulford and Enz, 1995; Koberg et al., 1999; Hancer and George, 2003).  

Managers should be given more power to make their own decisions and to perform 

independently. Hence, it is expected that, as perceived meaningfulness increases, job 

satisfaction will also increase, and then commitment to the organisation will increase.  

If managers are committed to their place of work, then voluntary turnover may be 

minimised, and this reduces costs for hospitality organisations (Joo and Park, 2010).  

 

Self-determination is the sense of choice in the initiation and regulating of 

actions (Cyboran, 2005). Managers who experience higher levels of self-

determination tend to be more motivated to exercise control over their environments, 

because they believe themselves to have a more internal locus of causality (Deci and 

Ryan, 1985). This internal locus of control allows middle-level managers to decide 

about how they go about their work and that autonomy is important. Empowerment 

offers the potential for guaranteeing employee performance through a higher level of 

self-control (Collins 1996a; Collins 1996b). Lee-Ross (2005) using Hackman and 

Oldham’s (1975) job diagnostic survey found that autonomy is very important in 

motivating hotel workers in Australia and Mauritius as well. This internal focus or 

self-determination may also reflect individualism found in western culture not 

collectivism found in eastern cultures (Fiksenbaum et al., 2010). Other motivational 

theories such as the equity theory and the hierarchy of needs theory with self-

actualisation as the highest need reflect individualism as well (Nevis, 1983; Shore, 

2004).  In eastern culture, equality theory not equity theory is often mentioned in the 

literature which reflects collectivism (Hofstede, 1980; Chen, 1995; Sigler and 

Pearson, 2000). These results could provide an understanding behind self-

determination being important in motivating managers in the hospitality industry in 
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Western societies such as South East Queensland in Australia as opposed to Eastern 

societies such as Asia. 

 

Impact was also rated quite high by the managers but much lower than the 

other three Spreitzer (1992) items. Lack of impact is said to cause learned 

helplessness (Abramson, Seligman, and Teasdale, 1978). This means that many of the 

managers believe that their influence over what happens in the hotel or club is not 

significant. This may suggest upper or senior management are playing a larger role in 

influencing what happens in the departments. Managers may feel that their work does 

not impact beyond their immediate role or job and they are just a number. These 

feelings of helplessness may reduce productivity and performance knowing that their 

influence is not significant. Kazlauskaite et al., (2006) also found that employees in 

their hotel study in Lithuania rated impact much lower than the other three Spreitzer 

(1992) items.  Hackman and Oldham (1975) also refer to this item as task significance 

or impact a job has on other people which is one of their five core job dimensions in 

the job characteristics theory. Lee-Ross (2005) applied this motivational theory in his 

study and found that hotel workers think task significance is the most important of the 

five core job dimensions. This lack of impact felt by the managers could result in 

them becoming dissatisfied and unmotivated in their job and this could lead to 

turnover intentions or leaving the organisation. With perceptions of impact being 

lower, Vroom’s (1964) expectancy theory in this situation could be adopted to 

motivate the managers. Effort will increase with perceived influence, which will lead 

to better performance and productivity (Chiang and Jiang, 2008). This may lead to 

desired outcomes such as rewards for the manager and lower turnover and higher 

profit goals for the hotel or club. 
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Some of the other items based on job satisfaction and organisational factors 

that rated very high in importance were communication with others, doing things for 

others, being able to use abilities, skill set and help from workmates. Three of those 

items examine manager’s relationships with colleagues (or organisational culture) 

within a hotel or club. For the managers in this study, Maslow’s (1970) social needs 

and Herzberg’s (1987) hygiene factor of interpersonal relations with colleagues 

seemed to be important as well. Good relations with colleagues will generally create a 

feeling of contentment in establishments (Aksu and Atkas, 2005; Lee and Way, 

2010). Stalcup and Pearson (2001) stated that a culture was important for 

management if they are to stay or commit to an organisation. Yamaguchi and Garey 

(1994); and Lee and Way (2010) also found positive relationships between the work 

environment or culture and overall job satisfaction for hospitality workers. Gallardo et 

al., (2010) found that in the Spain and Portugal, hotel employees rated relationship 

with colleagues the most important in determining job satisfaction. Siegall and 

Gardner (2000) found that communication with supervisors is the strongest predictor 

of self-determination and impact. Thereby, understanding managers’ concerns 

regarding their work environment is important as it can provide job satisfaction, 

commitment and psychological empowerment which may lead to a business being 

successful and sustainable. 

 

Having the skills and abilities to do a job, or being confident, is also important 

for the managers in this study, and is related to job satisfaction (Fulford and Enz, 

1995). Hackman and Oldham (1975) found that skill variety, another core dimension 

of their job characteristics theory, is important in motivating employees. Lee-Ross’s 

(2005) study also confirms this, with hotel workers believing that skill variety or the 
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ability to perform in a job by using skills and abilities, is a very important dimension 

for motivation. 

 

Items that received low ratings from the managers were: pays well, chances of 

advancement, others do not understand information, information I often receive is 

inaccurate, hotel/club has poor future, not enough training, and don’t care about the 

fate of hotel/club. It is of no surprise that pay was rated very low by managers, as 

wages and salaries in the hospitality industry are known to be very low, which is 

known to cause job dissatisfaction (Davidson, McPhail and Barry, 2010). One of 

Herzberg’s (1987) hygiene (extrinsic) factors is pay, and is seen as an important 

motivator. Maxwell and Steele (2003) found that hotel managers increase their 

commitment with higher levels of pay, and Ghiselli et al., (2001) suggest that 

hospitality managers’ intent to leave is based on monetary compensation or pay. Lam 

et al., (2001); Wong et al., (1999) in their studies in Hong Kong, also found that pay 

or good wages is the most important category contributing to job satisfaction. Lam et 

al., (2001) findings went on to further implicate the equity theory where employees 

had low satisfaction due to low pay. The employees in that study believed that their 

education was an investment, and they were not receiving a return for this. This 

implication may provide support in this study, as many managers had high education 

levels and pay was rated low as well. If pay is poor or low, then managers are more 

likely to become dissatisfied, unmotivated, and thereby it is more plausible that they 

will leave their hotel or club, increasing job turnover costs. Supplementing salaries 

and wages using incentive rewards such as bonuses for performance, is often used to 

motivate managers, as this may increase job satisfaction and reduce job turnover 

(Lam et al., 2001). Simons and Enz (1995) however suggest that when using rewards, 
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individual differences should also be considered in the design of motivational 

programs. 

 

Most managers also believed that there were limited chances of advancement 

within their organisations, suggesting that upper management were satisfied and had 

maybe no intentions of leaving or retiring. Wong et al., (1999) found that amongst 

managers in Hong Kong, opportunity for development or promotion was rated the 

most important intrinsic motivator. The ability to grow and progress is very important, 

as noted in Maslow’s (1970) hierarchy of needs theory with self-actualisation as the 

pinnacle of all needs achieved through growth and self-fulfillment. DiPietro, Young 

and Milman (2004) also suggested that chances of promotion would encourage 

employees to stay in their jobs. However, progressing from middle-level to upper 

management may take longer than expected. If promotion takes too long, then 

managers’ intent to leave may increase, and therefore eventually job turnover and 

turnover costs for the hotel or club would also increase.  

 

Information that was being received by the middle-level managers was 

accurate and understood by front-line employees when passed down to them. This 

may suggest that within the hotels and clubs that were studied, the information was 

decentralized, allowing for better communication and therefore better understanding 

(Baker and Huyton, 2001). This could also mean that middle-level managers are 

choosing the correct communication channels when communicating to their staff 

and/or department. Information sharing and access to information are deemed critical 

in determining when and how empowerment is implemented (D’Annuzio-Green and 

MacAndrew, 1999). Effective information is also vital if managers are to make 
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accurate decisions which then effect organisational goals. Bowen and Lawler (1995) 

emphasise the need for effective information flow among organisational members, 

and state that employees will feel committed when they are informed about their 

organisation. This is especially important in the service industry, where job turnover 

and competition are relatively higher than other industries (Davidson et al., 2006). 

 

Building employees’ knowledge, skills and expertise is a competence that can 

only be acquired through formal training and education (Forrester, 2000). Often the 

industry has a poor reputation for training (Maxwell, Watson and Quail, 2004). 

Training is known to positively affect job satisfaction and organisational commitment 

(Lam and Zhang, 2003; Lee, Nam, Park and Lee, 2006; Poulston, 2009) and managers 

need skills and abilities provided from training, to feel competent. This feeling of 

competence is also critical in enhancing psychological empowerment (Spreitzer, 

1996). The managers in this study were very well qualified or educated (as outlined in 

the demographic data) which consequently may suggest why managers thought that 

more training was not needed, or training seemed to be sufficient. These results may 

also infer that the managers felt satisfied, committed, competent and psychologically 

empowered, in their hotels and clubs. Davidson et al., (2006) hotel study in the same 

region of South East Queensland, also revealed that 61.6% of employees felt that no 

further training was needed.  

 

Most managers believed that their hotel or club had a good future, and had 

positive feelings for and cared about the fate of their organisation. These positive 

feelings are linked to higher commitment and attachment to a hotel or clubs success 

(Maxwell and Steele, 2003). This may suggest again that there were high levels of 
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employee engagement or commitment shown by the managers towards their 

organisations, and this in turn leads to lower job turnover (Chiang et al., 2005).  

 

6.4.2 Sub Research Questions 

 Prior to the discussion on managers’ thoughts on job tenure with regards to 

role and intentions towards their employer or organisation, the first sub research 

questions is stated with the second following later. 

 

What are hospitality middle-level managers’ job turnover intentions 

towards their current role?  

 

Managers’ intentions towards their current role showed that 27.7% managers 

in their hotel or club wanted to leave their current role within the next two years, 

whilst 34.9% did not want to be in their current role within two to four years, and 

37.4% of managers wanted to leave their position after five years. This indicates that 

most middle-level managers wanted to stay in their current role for at least four years 

before moving to a higher position (or to another organisation). Data in the qualitative 

interviews showed that many managers rated the chances of advancement low, and 

this may suggest that many of the senior or upper managers in the clubs and hotels 

have no intentions to leave, thereby making it difficult for middle-level managers to 

be promoted. With promotion into senior ranks, pay increases, and pay was rated very 

low by the middle-level managers. 
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What are hospitality middle-level managers’ job turnover intentions 

towards their current employer?  

 

Their intentions towards their current employer showed that 9.8% managers 

wanted to leave their current employer within the next two years, followed by 16.9% 

stating they did not want to work for their current employer within two to four years, 

and 73.3% of managers wanted to stay with their employer for 5+ years. These results 

show high levels of commitment from the managers towards their club or hotel. These 

results may also suggest that there is a psychological bond between the employee and 

the organisation (Joo and Park, 2010). Mowday et al., (1982) found that managers 

who are committed, have a strong belief in and acceptance of the organisation’s goals 

and values, are willing to exert considerable effort on behalf of the organization, and 

have a strong desire to maintain membership in the organisation.  

 

In summary, most managers felt psychologically empowered to a high level, 

wanted to stay in their role and with their employer, which suggests that the middle-

level managers are satisfied and committed to their hotels or clubs.  

 

6.5 Independent T-Tests 

Independent t-tests were used to compare the mean scores of two groups using 

the 35 items in the survey. These tests determined if there were any statistical 

differences between the groups, whilst answering the first three hypotheses. Results 

will be discussed based on the t-tests conducted, examining demographics on 
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education, organisation type and gender. Only items deemed important and 

statistically significant were discussed. 

 

6.5.1 Education Differences 

The results indicate support for Hypothesis 1A, with degree managers rating 

items significantly differently (and higher) than non-degree managers. 

. 

H1A. There are significant differences between perceptions of 

psychological empowerment, job satisfaction and organisational factors for 

middle-level managers in the hospitality industry, based upon degree versus non-

degree. 

 

Autonomy was rated higher by degree educated managers, compared to non-

degree managers. Before entering the hospitality industry, it is important for 

employees to understand that they need to be self-reliant, show initiative and use 

autonomy responsibly (Bowen and Lawler, 1992). At universities, students are often 

required to learn independently (Lashley, 2011). The managers working in the hotels 

or clubs who possess a degree, may have learnt the skills to work alone, an important 

quality to have if they are to succeed in the industry (Pinchot, 1985; Pinchot and 

Pellman, 1999). Hackman and Oldham (1975) in their job characteristics theory, 

found autonomy is a core dimension for motivation. Yang (2010) in a study of hotel 

employees in Taiwan, suggested that autonomy positively affects job satisfaction. 

Implications from that study may mean that higher educated managers in this study 

are more satisfied with their job. Individuals who have had more experience with 
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autonomy, may have more well-developed schema pertaining to the role of a 

successful middle-level manager, and retaining talented managers is an ongoing issue, 

given such high levels of job turnover (Davidson et al., 2010).  

 

Managers with degrees in this study perceived that they had more impact than 

non-degree managers. Impact allows managers to perceive that they can influence 

strategic, administrative, or operating outcomes. Kram (1983) agreed by stating that 

better educated people would be more likely to experience feelings of empowerment 

as they were more professionally oriented. Hancer and George (2003) contradict this 

by suggesting that less–educated people feel that they have more impact. Higher 

educated managers may perceive impact to be more important, and this could be 

because senior managers may trust them more (Ergeneli et al., 2006). Andrews (1994) 

claims that a lack of trust within an organisation is a key element of failure preventing 

empowerment efforts from resulting in success. Maxwell and Steele (2003) also 

suggest that trust between middle and senior management can increase commitment 

and thereby reduce job turnover. These findings may imply that managers with a 

degree in this study were more committed to their club and hotels than their 

counterparts. 

 

As earlier noted, most of the managers rated their chances of advancement 

poorly. Tertiary educated managers rated this higher suggesting that they believe that 

they are more likely to be promoted than non-degree managers. Managers who have a 

higher level of education may think that they would be promoted first because of the 

formal qualifications. Managers without a degree may find it harder to reach the 

senior levels due to the criteria usually required for upper management positions 
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(Barron, 2008). Lam et al., (2001) in their hotel study in Hong Kong also found that 

lower education levels were more dissatisfied with their promotional path and career 

development. Herzberg’s (1987) two-factor theory reveals that advancement is an 

intrinsic motivator which may imply that degree managers are more intrinsically 

satisfied than non-degree managers in this study. Maslow’s (1970) self-actualisation 

need, the highest of all needs in the hierarchy may also be closer for the highly 

educated managers in this study. These managers may feel that they are nearer to 

promotion and thereby growth and self-fulfillment may be close in their hospitality 

career. 

 

Competence is an individual’s own belief in their ability to do and perform in 

a job, and this item was rated higher by degree managers. This may mean that 

managers who possess a degree are more confident and feel that they have the skills 

to do their job more competently based on their level of education. Hackman and 

Oldham (1975) found that skill variety or the degree to which a job uses several 

different skills and talents is an important job characteristic for motivation. Degree 

managers in this study may be more motivated because they feel more competent or 

have a higher skill set to perform in their job.  

 

Variety in their job, was also rated higher by degree managers. Variety in a job 

may relate to Herzberg’s (1987) intrinsic motivator of work itself, a component of the 

motivation factors. This may again imply that degree educated managers are more 

intrinsically motivated because they recorded perceived higher levels of confidence or 

competence. This may allow them in their jobs to multi-skill and multi-task their 

work, and enable them to move from one area to the next. This therefore may provide 
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degree managers (more so than non-degree managers) with higher feelings or 

perceptions of variety in their job. 

 

Strategies and policies of hospitality organisations are important. 

Empowerment is often used as a policy so that time and energy can be used by 

managers to be more efficient and productive, allowing them to deliver higher levels 

of customer service (Lashley, 1999). This study found that degree managers (more so 

than non-degree managers) believe that upper or senior management have a better 

understanding of how to develop and implement strategies and policies. Gunlu et al., 

(2010) used the Weiss et al., (1967) scale similar to this study, and found that policies 

in an organisation are extrinsic motivators. Company policies are also classified as an 

extrinsic factor in Herzberg’s (1987) two factor theory. The findings then infer that 

higher educated managers in this study are more extrinsically motivated. Gunlu et al., 

(2010) also established that hotel managers with higher education levels had higher 

levels of extrinsic job satisfaction in their study in Turkey.  Higher educated managers 

may also be able to recognize when a strategy and policy is working and effective, 

because of their more formal education qualifications (Lam et al., 2001). When a new 

policy is written and explained, degree managers may be able to implement this 

quicker and more efficiently than non-degree managers. 

 

Overall, middle-level managers with a higher educational background in this 

study, felt more empowered and satisfied with the organisational factors in their jobs. 

The results of this study may suggest that managers that hold a degree or possess 

higher levels of education have higher intrinsic and extrinsic motivation levels than 

their less educated counterparts. This may result in higher job satisfaction levels (Lam 
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et al., 2001) and job satisfaction is also linked to customer satisfaction (Arnett, 

Laverie, and McLane, 2002) which is unequivocally related to profitability (Davidson 

et al., 2010).  

 

6.5.2 Organisation Type Differences 

Hypothesis 1B was supported, as hotel managers rated items significantly 

different and higher than their counterparts, the club managers.  

 

H1B.  There are significant differences between perceptions of 

psychological empowerment, job satisfaction and organisational factors for 

middle-level managers in the hospitality industry, based upon hotel versus club. 

 

This hypothesis is important and different, because no other study to date has 

compared middle-level managers within hotels and clubs. Hotel managers (as 

opposed to club managers) in this study, believed that they had more meaning in their 

job. Meaning is where a manager values his or her work, or feels they have a purpose 

within the organisation (Cyboran, 2005). It is also viewed as the engine of 

empowerment (Spreitzer et al., 1997). This may suggest that hotel managers feel 

more empowered than club managers because their job offers them something more 

personal or meaningful. Meaning in a job is whether managers feel that their job is 

important to them (Cyboran, 2005). This may imply that meaning is an internal 

mechanism, and that hotel managers are more intrinsically motivated or satisfied in 

their job than their counterparts. Hotel managers also may feel that their jobs are more 
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meaningful or challenging and interesting, and this can affect satisfaction and feelings 

of empowerment (Spreitzer, 1995). 

 

Competence is the ability to do the job, which was also rated higher by hotel 

managers. This suggests that hotel managers feel they are more qualified and 

confident, allowing them to make day-to-day decisions, about how particular tasks 

should be tackled. The results of demographic data uncovered that hotel managers had 

higher levels of education than club managers, which may imply why they rated this 

item higher. Greasley et al., (2005) suggested that competence enables managers to 

make better and more efficient decisions, and thereby productivity improves. 

However, White (1959) suggests that competence is a gradual learning process, which 

is needed in an individual’s interaction to his or her environment, and that at the 

middle-level of an organisation, learning more is still imperative. This may imply that 

club managers (more so than hotel managers) are still learning their trade. Noehoff et 

al., (2001) asserts that achievement, a motivation factor in Herzberg’s (1987) two 

factor theory, is one of the outcomes of competence motivation. This further may 

suggest that hotel managers are more competently motivated and may be more likely 

to have greater achievements in their careers, than club managers. 

 

Self-determination is the freedom to choose how to do your work. The results 

in this study show that this item was rated higher by hotel managers than it was by 

club managers. In this study, hotel managers obviously perceive that they have more 

autonomy or freedom in their job, and hence have more influence over how a job is to 

be performed. In the interview process, a club manager stated that they were 

empowered up to $10, whilst a hotel manager said he was empowered up to $200. 
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This may infer that hotel managers in this study have more freedom, especially in 

terms of monetary value, when making decisions through empowerment.  Trust 

provided to middle-level managers by upper management may also allow this type of 

psychological perception to be formed in their minds (Ergeneli et al., 2006). The hotel 

middle-level managers again had higher levels of education, and this could provide a 

reason why they felt trusted more than the club managers. 

 

Hotel managers rated ‘doing things for others’ higher than club managers, 

believing that when working in a hotel, they are able to spend more time with others 

and help as much as they can. These interpersonal relations that employees in a 

workplace, are part of the extrinsic factors in Herzberg’s (1987) theory. Maslow 

(1970) also asserted that social level needs were important in motivating people. 

Social needs, the third level of needs in the hierarchy, consist of having relations with 

others. Implications from these motivational theories suggest that the hotel managers 

were more extrinsically motivated than the club managers. As a middle-level 

manager, leading by example or doing things for others is also important for the 

success as a manager, as respect can be earned as well (Woods, 1999). To create a 

synergy of outcomes, people should be encouraged to work together and directly 

connect with organisational issues affecting them. Once the skills to work together 

have been learned, the same process can be further embedded in the organisation by 

cascading learning outcomes throughout the organisation (Nixon, 1994).  

 

A trusting relationship is considered as one of the most powerful and efficient 

organisational tools (Culbert and McDonough, 1986). Trust is demonstrated through 

the level of monitoring and the less a manager is monitored, the more they feel trusted 
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and able to use their own judgment when making decisions (Brockner et al., 1997). 

Trust is a critical prerequisite before managers empower employees (Mishra and 

Spreitzer, 1998; Robbins et al., 2002). In this study, hotel managers believed that they 

were able to use their own judgment and were trusted by senior managers to make 

decisions more so than club managers. Greasley et al., (2005) stated that a way 

empowerment can be achieved is through the level of trust.  

 

After examining the results, hotel managers in this study perceive that they 

have higher levels of psychological empowerment, intrinsic and extrinsic motivation, 

and thereby increased job satisfaction and commitment, than the club managers have. 

 

6.5.3 Gender Differences 

The results support Hypothesis 1C, with female managers rating items 

significantly differently (and higher) than male managers. 

 

H1C. There are significant differences between perceptions of 

psychological empowerment, job satisfaction and organisational factors for 

middle-level managers in the hospitality industry, based upon male versus 

female. 

 

Female managers in this study felt that workmates helped them out, more than 

was felt by their male counterparts. The results may suggest that female managers  

trust their fellow employees more than do the male managers in their organisation, as 

they are willing to let workmates help them in their job. Bowen and Lawler (1992, 
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1995) state that employees will feel empowered when they feel a part of their 

organisation. Potochny (1998) suggests that sharing information gives employees a 

feeling of ownership, and hence in this study females may tend to be more 

empowered as they feel a part of their hotel or club. Hancer and George (2003) also 

found that females felt more empowered whilst Koberg et al., (1999) found no 

differences in empowerment between gender. Sparrowe (1994) states that service 

employees, whose relationships with fellow employees are positive, will generate 

higher feelings of having meaningful work, competence, and impact on their jobs. 

This then may infer that female managers in this study felt more intrinsically and 

extrinsically motivated. This in turn may indicate higher job satisfaction levels for 

female managers than for male managers in this study. 

 

Information and communication was rated significantly better by female 

managers than it was by male managers. It is important to have access to information, 

and deemed critical if communication to the lower levels is to be successful. Open 

communication is a way of information sharing, empowerment and a preferred and 

critical element for innovation (Kanter, 1982; Pinchot, 1985). Wolvin (1994) says 

high-quality communication is regarded as one of the benchmarks of hospitality 

leadership. With effective information and communication, female managers in this 

study may able to lead their department staff more efficiently and make more accurate 

decisions. Decisions that are made by managers determine whether organisational 

goals are achieved or not achieved. Chances of promotion and advancement for 

employees, depend on the success of those decisions (DiPietro et al., 2004). These 

may explain why the female managers in this study feel more confident about 

promotion and advancement, than the male managers do. Brownell (1992) suggests 
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that managers who pilot their organisations must be excellent communicators. Nebel 

et al., (1995) adds that organisations have a high stake in developing the role of 

managers, by appointing the very best communicators. Female managers in this study 

believed that they had better or more effective communication and understanding in 

their departments, than did the male managers. Communication in terms of its quality 

and quantity is observed as vital for success (Peters and Waterman, 1982; Zahra, 

1991). Woods (1999) stated that good communication allows access to a broad array 

of information which enables hospitality managers (whether they are female or male) 

to make decisions and plan operational strategies. These strategies focus on improving 

the quality and efficiency of the services offered (Cunningham and Lischeron, 1991). 

These communication skills may be the determining factor between those working in 

middle management, and those in senior management.  

 

In summary, degree educated managers, hotel managers and female managers 

rated items that were statistically significant, higher than their counterparts did. Some 

of the items that were rated higher by those managers included autonomy, impact, 

chances of advancement, competence, variety, meaning and self-determination. With 

this in mind, results then further suggest that degree, hotel and female managers have 

higher levels of intrinsic and extrinsic motivation, which may enable them to be more 

satisfied and committed to their jobs. 

 

6.6 One-way ANOVA  

The purpose of analysis of variance (ANOVA) is to test differences in means 

for statistical significance. The one-way ANOVA in this study was used to compare 

the means of three groups on the 35 items from the survey, to answer hypothesis 1D. 
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The groups encompass hospitality middle-level managers that have worked in the 

industry for a period of 0-5 years, 5-10 years and 10+ years. The results reveal many 

significant differences between the groups.  

 

6.6.1 Managers by Industry Experience 

The results support Hypothesis 1D, with experienced managers rating items 

that were found to be significant, differently (and higher) than did the less 

experienced managers. 

 

H1D. There are significant differences between perceptions of 

psychological empowerment, job satisfaction and organisational factors for 

middle-level managers in the hospitality industry, based upon experienced 

versus less experienced. 

 

With hospitality organisations having such high labour turnover (as previously 

discussed), it is important for hotels and clubs to seek ways to retain employees. 

Experienced managers are experts in their field. Koberg et al., (1999) and Hancer and 

George (2003) assert that more tenured employees have more positive feelings of 

empowerment than those who are less experienced, and the results of this study 

support this assertion. Gregory and Cannon (1996) also found that job satisfaction is 

significantly different between hospitality companies, based on employees’ tenure. 

Tenured employees tend to also provide more positive performance, which is linked 

to customer satisfaction (Bedeiar, Ferris and Kacmar, 1992). Lam et al., (2001) in 

contradiction, found that with more experience and higher education levels, job 
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dissatisfaction occurred, particularly in a business managed autocratically. Smith, 

Gibson and Klein (1970) also stated that the degree of job satisfaction declines as 

length of service increases.  

 

Approximately half of the 35 items from the survey were rated higher by 

experienced managers (10+), than those that had less experience (0-5 and 5-10). 

Experienced managers (10+ years) perceived that their job kept them busier than the 

less experienced. This may suggest that managers when they obtain more experience 

are able to keep themselves busy with the ability to show initiative and work 

independently. It is important for middle-level managers to be busy as upper 

management often monitor, through observation their work ethic to ensure continued 

employment (Denham et al., 1997). 

 

Managers that had been working in the industry for 0-5 and 5-10 years 

suggested that their hotels or clubs future was in good hands, compared to managers 

who had been working in the industry for 10+ years. This may imply that managers 

that have worked in the industry for 10+ years realise how the business environment 

of a hospitality organisation can change very quickly, as the past has shown, with 9/11 

attacks, the 2001-2003 economic downturn, and even the 1989-1992 recession (Lee 

and Way, 2010). The Australian economy was about to go into a downturn, so 

revenue dropped significantly for many service organisations (Davidson et al., 2010) 

 

Skill set was rated higher by managers who had been working in the industry 

for 10+ than the 0-5 and 5-10 year managers. This result may infer that managers with 

more experience believe a range of skills are vital if a manager is to survive in the 
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hospitality industry for that number of years. Skill variety found in Hackman and 

Oldham’s (1975) job characteristics theory is a core dimension for motivation. This 

theory may imply that the managers with more experience are more motivated 

because they have a higher variety of skills. As managers gain more experience, 

training is provided, job satisfaction and organisational commitment increase, and 

therefore there is less stress and better staff retention for organisations (Faulkner and 

Patiar, 1997; Lam and Zhang, 2003; Chiang et al., 2005) 

 

Managers’ perceptions about how meaningful their job is, affects their 

satisfaction and feelings of empowerment (Lawler, 1983; Thomas and Velthouse, 

1990; Spreitzer, 1995). Meaningful work which was rated higher by the 10+ 

experienced managers, is work that is freely entered into, allows the worker to 

exercise autonomy, develops rational capacities, and supports the moral development 

of an employee (and his/her sense of happiness) (Bowie, 1998). With experience, 

employees believe there is more of a fit between their role, and their beliefs and 

values, and the behaviour of the organisation (Robbins et al., 2002). In relation to this, 

a manager, over time or experience, would feel more comfortable and understand 

their role better. Therefore they would perceive their job to have more meaning. 

Hancer and George (2003) in their study, also found that meaning was rated higher by 

the more experienced hospitality employees. Again, meaning is an internal or intrinsic 

factor that affects a job, which then infers that the 10+ year managers are more 

intrinsically motivated than the less experienced managers in this study. 

 

The more experienced managers in this study seem to be more confident or 

competent in their job. Hancer and George (2003) stated that this is the strongest 
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control mechanism. They found in their study that competence was rated much higher 

by the older or more experienced hospitality employees. Employees who are 

experienced are better adapted to their work environment, and this can lead to feelings 

of competence, so they are likely to feel more empowered (Schneider, 1987). It would 

seem that as managers gain experience, they have more confidence, and are more 

competent in their job.  

 

Perceived choice or self-determination was also one of the four Spreitzer items 

of psychological empowerment that was measured in this study. It was also rated 

higher by the more experienced managers. Self-determination allows managers with 

more experience to believe that they are causally responsible for the task activities, 

both for themselves and others (Deci, Connell and Ryan, 1989). Choice can also be 

referred to as autonomy in the workplace, and as a manager gains experience, senior 

management tend to trust them more, and therefore more autonomy is provided, or 

they are supervised or monitored less (Thomas and Velthouse, 1990; Spreitzer, 1995) 

Hackman and Oldham (1975) also refers to autonomy in their motivational theory as a 

core job characteristic dimension. These higher feelings of autonomy suggest that the 

more experienced managers in this study are more motivated, and thereby more 

satisfied, committed, and unlikely to leave. 

 

Guerrier (1999) stated that middle- level management work is characterised by 

an unrelenting pace and variety, and in this study, the more experienced managers 

viewed that their work was more dynamic or varied in nature. Managers learn from 

experience that they may be required to assume a number of different roles, such as 

forecasting, planning, organising, coordinating and controlling (Goldsmith, Nickson, 
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Sloan and Wood, 1997). Managers with more experience are more likely to perform 

these roles with ease, as opposed to managers with little experience or confidence, in 

the hospitality industry. 

 

Steady employment was rated the highest overall, by all the managers. 

However, managers with more experience believed that their jobs were more secure 

than did the less experienced managers, maybe due to their longer experience. 

Herzberg (1987) and Maslow (1970) again refer to this in their two-factor theory and 

hierarchy of needs theory respectively, as job security and safety needs. Job security 

and safety are viewed as extrinsic (external) motivators in these theories. Steady 

employment or job security was rated higher by the more experienced managers, 

which may suggest that they are also more extrinsically motivated than their less 

experienced counterparts. 

  

The item, ‘doing things for others’ was rated higher or more important by the 

more experienced managers in this study. Herzberg’s (1987) and Maslow’s (1970) 

theories comprise of interpersonal relations and relations with others respectively. 

Doing things for others in an organisation may suggest that relations formed in the 

workplace are more important for the more experienced managers. Relations that are 

made in an organisation facilitate extrinsic motivation, and this thereby implies that 

(as stated previously), the more experienced managers have higher levels of extrinsic 

motivation. Tracey and Hinkin (1996) comment that managers that have the flexibility 

to help and understand others, are able to classify and articulate a vision for their 

department or organisation. A manager’s leadership style can influence or inspire 

individual employees, which then can motivate and allure other people in an 
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organisation toward higher ideals and moral values (Burns, 1978). Many employees 

tend to respect their managers if they lead by example and show how work is to be 

performed (Sparrowe, 1995). Correspondingly, it would seem that managers must 

inspire, if they are to have a positive impact on their subordinates and if organisations 

are to be successful (Churchill, 1992).  

 

Good working conditions are vital if employees are to stay at an organisation 

(Aziz et al., 2007). The more experienced managers in this study felt they had a better 

internal working environment than did the less-experienced managers. This may mean 

that after working in the industry for 10+ years, they had finally found a hotel or club 

that they were happy or motivated. The main motivating factors for managers to 

change jobs within the hospitality industry, are better career opportunities and better 

working hours (Davidson et al., 2010) and experienced managers seem to be more 

satisfied with these aspects of their job than do the less experienced managers. 

Changing jobs outside the industry is primarily motivated by higher salaries, better 

working hours and better career opportunities (Davidson et al., 2010). Pay was rated 

low, a precondition of working in the hospitality industry (Davidson and Timo, 2006) 

but most experienced managers seem to be satisfied with most of their working 

conditions at present, and this may explain their long service in the industry.  

 

The experienced managers feel (more so than the less experienced) that they 

are trusted and allowed to feel that they are involved in their work. Through 

appropriate decision making, managers can also feel that they are recognised as 

individuals, and that their individual talents and experience are valued (Greasley et 

al., 2005). With trusting relationships, upper management need not engage in control-
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based monitoring behaviour, and this then indicates quality in relationships between 

middle and upper management (Ergeneli et al., 2007). This study would then suggest 

that the more experienced managers have better relationships with their superiors than 

the less experienced managers have with their superiors. Andrews (1994) claims that 

lack of trust within an organisation is a key element of failure. Hence, organisational 

support in terms of trusting individuals within the firm to detect opportunities, is 

proposed to positively influence a managers’ behaviour, and this can lead to a firm’s 

success or sustainability (Stevenson and Jarillo, 1990). 

 

Managers who had the most experience (10+ years) indicated that their 

treatment was fair, compared to less-experienced managers. Being treated fairly (or 

having goodwill) may explain why they have been loyal to their organisation, or to 

the industry (Hogan, 1992). Having loyalty amongst the managers is important for a 

service organisation. When job turnover is low, knowledge is retained in the business, 

and recruiting and training costs are minimised. Oden (1997) states that a team culture 

with good management practices and actions, will bring about more loyalty to an 

organisation, and this may be the reason why experienced managers are staying 

longer in their workplaces. 

 

Communication skills comprise of listening, attending, reflecting, questioning, 

expressing ideas, negotiating and conflict management (Woods, 1999). More 

experienced managers (10+ years) suggested that employees did not understand 

information that was communicated to them, in contrast to the opinions of the less-

experience managers. The experience and knowledge that these managers possess 

may tend to make them have higher expectations (Lam et al., 2001) of their 
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subordinates, and therefore lead them to believe that others in their organisation don’t 

understand the information. 

 

Taking advice from others seemed to be more important for the experienced 

managers than it was for the less experienced. Experience in the industry would play a 

part in the results, as managers in the 10+ group may have dealt with many more 

different situations. When decisions are to be made, it is always a good idea to seek 

out advice, because better ideas can come from the lower levels (due to their higher 

customer contact) (Pimpakorn and Patterson, 2010). These results may also imply that 

experienced managers understand that it is important to listen to upper or senior 

managers. 

 

All managers did care about the hotel or club that they worked in. However, 

the 10+ year managers seem to care more. This may be important for them, because 

some of the managers may be at an age where future employment may become more 

difficult. Organisations may be looking at hiring younger managers, who may possess 

new and creative ideas for this ever-dynamic business environment (Pinchot and 

Pellman, 1999). 

 

In summary, experienced managers (10+ years) rated items such as skill set, 

meaning, competence, self-determination, steady employment, good working 

conditions, and communication and understanding that were statistically significant, 

higher than (0-5) and (5-10) years of industry experience groups. These results imply 

that the more experienced managers were more intrinsically and extrinsically 

motivated, and hence more satisfied and committed to their jobs and/or organisations. 
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6.7 Multiple Regression 

Regression analysis was used to assess the relationship between job 

satisfaction (dependent dimension) and psychological empowerment and 

organisational factors (two independent dimensions). This study determined the 

relationship between psychological empowerment and organisational factors in 

predicting the job satisfaction of hospitality middle-level managers.  

 

6.7.1 Predictors of Job Satisfaction 

The results support Hypothesis 2, where psychological empowerment and 

organisational factors are significant in predicting job satisfaction for the middle-level 

managers. 

 

H2.  There is a significant relationship between perceptions of 

psychological empowerment and organisational factors in predicting job 

satisfaction, for hospitality middle-level managers 

 

Psychological empowerment and organisational factors accounted for 37.4% 

of the variance in explaining job satisfaction. Psychological empowerment made a 

unique contribution of 12.74%, and organisational factors made a unique contribution 

of 11.76% to the total job satisfaction score. These results suggest that managers 

perceive that psychological empowerment or factors influencing the organisation play 

an equally important part in determining job satisfaction for the managers. Spreitzer et 

al., (1997); Hancer and George (2003) and Holdsworth amd Cartwright (2003) in 

previous studies have also found significant relationships between psychological 
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empowerment and job satisfaction. Siegall and Gardner (2000); Ergeneli et al., (2007) 

and Ro and Chen (2010) also found positive direct significant relationships between 

psychological empowerment and organisational factors such as training, teamwork, 

trust, and communication. 

 

6.7.2 Industry Experience 

The results support Hypothesis 3A, where psychological empowerment and 

organisational factors are significantly different (and stronger) predictors of job 

satisfaction for experienced managers, than they are for the less-experienced 

managers. 

 

H3A. There are significant differences between psychological 

empowerment and organisational factors in predicting job satisfaction, for 

hospitality middle-level managers, based upon experienced versus less 

experienced. 

 

After examining the differences between the groups, it was evident that 

middle-level managers with more experience (10+ years) suggested that the 

combination of psychological empowerment and organisational factors were 

significantly stronger predictors (54.5% of the variance) of job satisfaction, whilst 

managers with little experience (0-5 years) only accounted for (13.6% of the variance) 

and (5-10 years) with (21.6% of the variance).  

 

Psychological empowerment was a significant predictor of job satisfaction for 

managers in the earlier years of their career, where having perceptions of feeling 
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empowered may be more important. They may feel that if they can make decisions 

without seeking permission from upper management, this will facilitate job 

satisfaction. This may allow the less experienced managers to feel that they have 

autonomy, and may aid in enhancing self-esteem and confidence (deemed crucial in 

an early management career) (Spreitzer, 1995; Robbins et al., 2002).  

 

Managers who had more experience displayed evidence that organisational 

factors were more significant and played more of an important predictor or 

relationship in determining job satisfaction. The experienced managers in this study 

may already feel psychologically empowered and therefore believe that factors such 

as trust, information and communication are more important to them. Trust could be 

important to an experienced middle-level manager as they may feel closer to 

promotion and hence requiring a better relationship with senior level managers than 

less experienced managers.  

 

6.7.3 Gender 

The results support Hypothesis 3B, with female managers perceiving that 

psychological empowerment and organisational factors are significantly different and 

stronger predictors of job satisfaction, contrasting with the perceptions of the male 

managers. 

 

H3B. There are significant differences between psychological 

empowerment and organisational factors in predicting job satisfaction for 

hospitality middle-level managers, based upon male versus less female. 
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Male middle-level managers suggested that the combination of psychological 

empowerment and organisational factors were significant predictors with (30.8%) of 

the variance accounted for in determining job satisfaction, whilst female managers 

suggested that the combination of psychological empowerment and organisational 

factors were stronger predictors of job satisfaction, with (42.4%) of the variance 

accounted for.  

 

Psychological empowerment was a more significant predictor of job 

satisfaction for female managers, whilst male managers believed that organisational 

factors were more important or significant in determining job satisfaction. For years, 

hospitality industry experts and analysts have talked about the glass ceiling that has 

prevented females in the organisations from ascending to the senior levels of 

management (Brownall, 1994). The last several decades have been a period of 

remarkable change and growth for female managers in the hospitality industry.  

 

The female managers in this study felt that psychological empowerment was 

more significant in determining job satisfaction. They may think that it is important 

for upper management to empower them, because this may provide feelings of trust. 

This may make them believe they are more capable, with chances of promotion more 

likely. Knutson and Schmidgall (1999) state that if upper management demonstrate a 

strong personal interest in a professional career, by empowering and encouraging 

lower level managers, this may inspire them to become better managers. Many 

females are now in senior management roles. Experts predict that the opportunities for 

females in the industry will only increase as hospitality businesses struggle to keep 

pace with growth and demand in the field (Ng and Pine, 2003).  
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6.7.4 Organisation Type 

The results support Hypothesis 3C, with club managers believing that 

psychological empowerment and organisational factors are significantly different, and 

strong predictors of job satisfaction, more frequently than did the hotel managers. 

 

H3C. There are significant differences between psychological 

empowerment and organisational factors in predicting job satisfaction for 

hospitality middle-level managers, based upon hotel versus club. 

 

In this study, club middle-level managers believe that the combination of 

psychological empowerment and organisational factors is a major predictor, with 

(39.3%) of the variance accounted for, whilst hotel managers perceived that 

psychological empowerment and organisational factors accounted for (34.5%) of the 

variance in determining job satisfaction.  

 

The results indicate that psychological empowerment was more of a 

significant predictor of job satisfaction for club managers, whilst hotel managers 

believed that organisational factors were more important or significant in determining 

job satisfaction. Evidence from the independent t-test results showed that hotel 

managers felt more psychologically empowered, whilst club managers were more 

dissatisfied with the organisational factors in their job (such as trust, information, 

communication and training). This would suggest that more hotel managers may feel 

empowered already, and that organisational factors are more important in predicting 

job satisfaction. In contrast, club managers may not have high levels of psychological 
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empowerment, and want more. This then becomes more important and significant in 

predicting their job satisfaction. 

 

In summary, experienced managers (10+ years) believed that psychological 

empowerment and organisational factors were more significant in predicting job 

satisfaction, than did the less-experienced managers. Early in their career, managers 

believe that psychological empowerment is more important, whilst as experience is 

gained, organisational factors became more important. Female managers and club 

managers believe that psychological empowerment is more important in predicting 

job satisfaction, whereas male managers and hotel managers perceive organisational 

factors to be more important predictors of job satisfaction.  

 

6.8 Principal Components Analysis  

The principal components analysis was performed on the 35 items from the 

survey, and a four factor solution resulted, with 18 items loading on those factors. The 

first factor was labelled “intrinsic motivation”, as it contained seven items that relate 

to managers intrinsic motivation towards their jobs. The items in this factor included: 

using own judgment, doing things for others, using abilities, keeping busy, having a 

feeling of accomplishment, having variety, and working alone or having autonomy. 

The second factor was labelled “psychological empowerment”. This factor contained 

the four items from the Spreitzer (1992) scale including meaning, impact, self-

determination and competence. “Extrinsic motivation” had three items, and this label 

was given as it related to the relationship or opinions that middle-level managers have 

of their supervisors (or upper management). The fourth factor contained four items 

that mainly related to the perceptions and opinions of their colleagues in the 
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organization, and therefore this factor was named “teamwork”. This factor solution 

was then analysed further, using multiple regression. 

 

6.8.1 Intrinsic and Extrinsic Motivation 

The results support Hypothesis 4, where psychological empowerment and 

teamwork are significant predictors of intrinsic and extrinsic motivation for middle-

level managers. 

 

H4.  There is a significant relationship between perceptions of 

psychological empowerment and teamwork in predicting intrinsic and extrinsic 

motivation, for hospitality middle-level managers. 

 

Middle-level managers indicated that psychological empowerment and 

teamwork were significant predictors of intrinsic motivation, accounting for 36.3% of 

the variance. Psychological empowerment and teamwork were only minor predictors 

of extrinsic motivation, indicating 16.1% of the variance. After examining the two 

dimensions, the results revealed that psychological empowerment was the most 

significant predictor of intrinsic motivation, and teamwork was the most significant 

predictor of extrinsic motivation. This suggests that middle-level managers perceive 

that being psychologically empowered provides them with more intrinsic job 

satisfaction, and working with colleagues (or teamwork) will provide more extrinsic 

job satisfaction. 

 

Extrinsically, having a social network in the workplace is important as it 

results in job satisfaction and intentions to remain in the organisation (Tepeci and 
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Bartlett, 2002). A lack of social support has also been linked to burnout, which then 

effects job satisfaction (Maslach, Schaufelli, and Leiter, 2001). Porter and Lawler 

(1968) also agree by saying that a good relationship with colleagues (or teamwork) 

influences job satisfaction. Siegall and Gardner (2000) found positive significant 

relationships between meaning and impact, and teamwork. Intrinsically, being 

psychologically empowered allows managers to feel that they have a meaningful job, 

and are competent, confident, and self-determined in their actions, and this in turn has 

an impact on their organisation. Employees who are satisfied with their jobs tend to 

be more productive and to stay with their employer (McNeese-Smith, 1997). 

Employee job satisfaction is directly associated with customer loyalty. Loyalty is then 

related to profitability, and therefore retaining employees who are satisfied would be 

ideal, if a business is to increase their customer database and be sustainable and 

competitive (Fay, 1994; Keane, 1996). 

 

6.8.2 Intrinsic Motivators of Job Satisfaction 

The results support Hypothesis 5, where the intrinsic motivation items are 

significant in predicting job satisfaction for middle-level managers. 

 

H5. There is a significant relationship of perceptions on intrinsic 

motivators as predictors of total job satisfaction, for hospitality middle-level 

managers. 

 

Both employees and management realise the importance of motivation, and 

both can benefit from understanding what actually motivates employees (Chiang and 
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Jang, 2008).  Lee-Ross (2005) stated that internal work motivation (or intrinsic 

motivation) exists if and when employees exert more effort on their job. This extra 

effort may lead them to become more motivated as well. Intrinsic motivation is 

therefore an internal feeling (or how your heart feels) towards your job (or about 

belonging naturally within your organisation) (Chiang and Jang, 2008).  

 

In this study, middle-level managers indicated that the seven items comprising 

the intrinsic motivators from the rotated factor solution, were significant predictors, 

explaining 80.8% of the variance in total job satisfaction. After investigation of the 

beta weights, the intrinsic motivator, variety was rated as the most significant 

predictor of job satisfaction. This may reflect that a middle-level managers’ position 

entails many aspects (or variety) in their job, and is therefore important. Variety (as 

stated in the interview process) was a reason managers gave for staying in the 

hospitality industry (making it unlike an office job, which has less variety). A middle-

level manager’s job in a hotel or club is one that involves a multi-skill and multi-task 

approach. Hackman and Oldham (1975) also refer to this as ‘skill variety’ in their job 

characteristics theory, seeing it as a core job dimension in motivating an employee. 

Lee Ross (2005) has also found this dimension to be important in internally 

motivating hotel workers in Australia. 

 

Feelings of accomplishment for middle-level managers, was next important as 

an intrinsic motivator, as this may allow higher levels of self-esteem and the feeling 

that they play an important role in the hotel or club’s progression. Feelings of 

accomplishment and self-esteem have been identified as important for hotel 

employees (Wong, Siu, and Tsang, 1999). Maslow’s (1970) and Herzberg’s (1987) 
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motivational theories both acknowledge that accomplishment or achievement are 

important in motivating people. Maslow (1970) refers to this in his hierarchy of needs 

theory as the highest need, where self actualisation happens, or achievement is 

fulfilled. Herzberg (1987) comments that achievement is also an intrinsic factor that is 

vital for motivation. However, as self-fulfillment is an act of individualism, 

achievement may be different in eastern cultures, because collectivism plays more of 

a role in their organisational culture (Sigler and Pearson, 2000). 

 

‘Own judgment’ was the next highest, where this allows managers in the 

workplace to have some degree of empowerment, or to make decisions quickly, 

without supervision of upper management. The opportunity to make a choice (self-

determination) is important for managers if they are to perceive that that they are 

empowered (Robbins et al., 2002).  

 

‘Autonomy’ as an item of intrinsic motivation, was next most important, as 

this allows managers to work alone and independently. This can be formed through 

trust in the relationship between middle and upper management. In addition, feeling 

competent to engage in this behaviour would allow managers to work alone, with 

confidence. This internal locus of control allows middle-level managers to decide 

about how they go about their work. Lee-Ross (2005) using Hackman and Oldham’s 

(1975) job diagnostic survey, also found that autonomy is very important in 

motivating hotel workers in Australia. This internal focus may also reflect the 

individualism which is found in western culture; rather than the collectivism which is 

found in eastern cultures (Fiksenbaum et al., 2010).  
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The final three items from the factor solution were, use of abilities, doing 

things for others and keeping busy. This may suggest that middle-level managers like 

to use their skills in their jobs, to act selflessly, and to try to improve their team or 

fellow colleagues (by improving their abilities through training and guidance). The 

middle-level managers also believed that keeping busy was important, because doing 

so suggests that the hotel or club is somewhat successful (with customers to serve and 

employees to manage). Keeping busy is important, as managers need to understand 

that upper or senior management (through observation and monitoring) may notice 

that some managers are no longer needed (and replaceable), which can reduce 

operating costs for the organisation. 

 

In summary, psychological empowerment was the most significant predictor 

of intrinsic motivation, and teamwork was the most significant predictor of extrinsic 

motivation. Middle-level managers indicated that the seven items comprising the 

intrinsic motivators were very significant in predicting job satisfaction, as explained 

by 80.8% of the variance. Variety was rated as the most significant predictor of job 

satisfaction. 

 

6.9 Summary 

The qualitative phase began with interviews and a pilot study that was 

conducted with managers and academia to provide a minor foundation to the study. 

Managers were asked to express opinions on a relevant scale about the items that were 

being considered for the quantitative survey. Suggestions and comments were for the 

purpose of redefining and reducing the existing items found in the literature. 
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The analysis started with the interview data of five middle-level managers. 

Comments were made on empowerment, psychological empowerment, job 

satisfaction, organisational commitment and job turnover. The managers responded 

by stating that they were psychologically empowered to a certain level. Job 

satisfaction seemed positive, and there were also signs of high levels of commitment 

to their club or hotel. Job turnover was a factor, and that seemed to be related to pay 

(and hours worked).   

 

The quantitative phase analysed the results of the survey that was distributed 

to hospitality middle-level managers within hotels and clubs in South-East 

Queensland, Australia. The response rate was 51.31% which comprised of 307 

completed surveys. The results from the survey revealed that most middle-level 

managers in hotels and clubs were psychologically empowered, satisfied and 

committed to their organisations.  

 

Demographic statistics found an even distribution of managers by gender, 

experience and organisation type. Middle-level manager’s experience was skewed 

toward the 26 and 40 range. Managers were generally well educated, and the sample 

was comprised of a mixture of back and front-of-house managers. 

 

Descriptive statistics found that steady employment, competence, meaning and 

self-determination, were among the highest rated items, whilst pay, chances of 

advancement and praise from a supervisor, were amongst the items rated lowest by 

the middle-level managers. This study found that half of the managers (62.6%) 

wanted to leave their current role within four years, but wanted to stay with their 
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current employer for at least six years before moving (maybe to a higher position at a 

different organization). This may have been due to low levels of career advancement 

within their club or hotel. Overall this study found that most managers wanted to stay 

with their current employer, and seemed committed to their organisation. 

 

Parametric tests such as independent t-tests, a one-way ANOVA, multiple 

regression and a principal components analysis, were utilised to find any significant 

differences with regards to middle-level managers’ perceptions on whether they 

believe or perceive themselves to be psychologically empowered (in association with 

job satisfaction, and their organisational commitment).  

 

The middle-level managers’ education, organisation type, gender, and work 

experience in the industry, were tested to find out if certain items were rated 

significantly differently. The groups were tested using independent t-tests and a one-

way ANOVA on the thirty-five items to produce the results. The results revealed 

many significant differences between the groups, in ratings of psychological 

empowerment, job satisfaction and organisational factors. They showed that in regard 

to educational level, the middle-level managers with degrees believed that they were 

more intrinsically and extrinsically motivated because they had more autonomy, 

variety, trust from upper management, and competence, and were therefore able to 

understand information and communicate more effectively than the non-degree group.  

 

The hotel managers (more so than the club managers) also felt more 

intrinsically and extrinsically motivated, with many items rated higher, such as 

meaning, competence, self-determination, trust from upper management, and skill set. 
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Hotel managers also believed that they could help others (or their colleagues) more, 

and use their own judgement in the workplace more, in comparison to the club 

managers.  

 

In the whole sample, female middle-level managers believed that upper 

management were sincere, offered praise, and felt that that they were trusted, more 

frequently than did the male managers. These items that were rated higher explain the 

higher levels of intrinsic and extrinsic motivation amongst female managers, as 

compared to the male managers. The female managers also enjoyed better 

communication with workmates, and perceived that there was a great deal of 

understanding in their department. They also thought that their clubs or hotels were a 

good place to work, more frequently than their male counterparts did. 

 

Interestingly, there were many contrasting results in the industry experience 

groups. The experienced managers (10+ years) rated many items significantly higher 

than the less-experienced managers (0-5 years, 5-10 years), suggesting higher levels 

of intrinsic and extrinsic motivation. The managers with 10+ years experience 

believed that they were able to use their own judgment more, and were able to keep 

busy more, compared to the perceptions of the less experienced managers. 

Experienced managers found that they had more competence, meaning, and self-

determination in their job. Other items that were rated significantly higher by the 

more experienced managers (10+ years), were variety, skill set, doing things for 

others, trust from upper management, fair treatment, steady employment, good work 

conditions, information that is understood, advice from others, and future of the hotel 

or club. 
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A standard regression analysis was then conducted in order to determine the 

relative importance of the two independent dimensions of psychological 

empowerment and organisational factors, in predicting job satisfaction, the dependent 

dimension for hospitality middle-level managers. The results found that both 

psychological empowerment and organisational factors were significant predictors of 

job satisfaction, indicating 37.4% of the variance. Multiple regression analysis was 

also used to examine the relationships of managers’ experience, gender, and 

organisation type in determining whether or not psychological empowerment and 

organisational factors were significant predictors of job satisfaction.  

 

Results suggested that psychological empowerment was the only significant 

predictor of job satisfaction for the (0-5 years) group. Both psychological 

empowerment and organisational factors were significant predictors of job 

satisfaction in the (5-10 years, and 10+ years) group. However, with longer 

experience, it seemed that organisational factors became more of a significant 

predictor of job satisfaction. Also, middle-level managers that had worked in the 

industry for 10+ years showed that psychological empowerment and organisational 

factors were more significant in predicting job satisfaction fr them, as indicated with 

54.5% of the variance. Less experienced (0-5 years) indicated only 13.6% of the 

variance, and (5-10 years) with 21.6% of the variance. 

  

The male and female managers presented differing results, reporting that 

psychological empowerment and organisational factors were significant predictors in 

job satisfaction. Males reported 30.8% of the variance, with female managers 

indicating more with 42.4%. Organisational factors in the hotel or club were more 
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significant for male managers, and psychological empowerment was more significant 

for female managers, in predicting job satisfaction.  

 

For the club and hotel managers, psychological empowerment and 

organisational factors were significant predictors of job satisfaction, with club 

managers revealing that 39.3% of the variance was accounted for, and hotel managers 

indicating 34.5%. Club managers perceived that psychological empowerment was the 

more significant predictor for job satisfaction, whilst hotel managers believed that the 

organisational factors were more important. 

 

A principal component analysis was used to seek a set of factors that account 

for the total variance in a set of items. The analysis was deemed important to 

determine if there were any stronger relationships between the items that ended up in 

a rotated factor solution. The resultant factor solution consisted of 18 items, across the 

four factors which were named intrinsic motivation, psychological empowerment, 

extrinsic motivation and teamwork. This factor solution was again tested using 

multiple regression to examine whether psychological empowerment and teamwork 

were significant predictors of intrinsic motivation and extrinsic motivation. 

 

The middle-level managers indicated that psychological empowerment and 

teamwork were significant predictors of intrinsic motivation indicating 36.3% of the 

variance, whilst psychological empowerment and teamwork were only minor 

significant predictors of extrinsic motivation, indicating only 16.1% of the variance. 

Psychological empowerment was more of a significant predictor for intrinsic 
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motivation compared to extrinsic motivation, which was explained more by the social 

network (or teamwork) that a manager has when working with their colleagues. 

 

Lastly, multiple regression was used to determine how much of the variance of 

total job satisfaction was accounted for by the seven intrinsic motivation items which 

formed the intrinsic motivation factor in the factor solution. The results revealed that 

middle-level managers perceived that the intrinsic motivators were major significant 

predictors, explaining a high 80.8% of the variance in total job satisfaction. 

Intrinsically, variety was the most significant predictor of job satisfaction. This was 

also revealed in the qualitative study, as being important for a middle-level manager 

working in the hospitality industry (whether it be in a hotel or a club). 
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Chapter 7 - Conclusion, Implications, 

Limitations and Future Research Directions  

 

7.0 Introduction 

 This chapter will provide a conclusion, with implications for future middle-

level hospitality managers in hotels and clubs, and the study’s limitations, and 

proposals for future research directions. 

 

7.1 Conclusion 

This study has added to the literature on psychological empowerment, job 

satisfaction, organisational factors, commitment and job turnover within the context 

of the hospitality industry, with a specific focus on middle-level managers. 

 

The mixed-method design in this study was a two-stage approach. It was 

found to be an appropriate way of addressing this study’s objectives from a number of 

perspectives, adding clarity and the ability to verify results. This methodological 

approach was the most suitable to explore the degree to which middle-level managers 

perceive themselves to be psychologically empowered, satisfied (and/or committed) 

within their work environment..  

 

Qualitative analysis was used for both the pilot study and the in-depth semi-

structured interviews. This analysis produced themes as well as providing feedback on 
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the items that were to be considered for the survey. Commonly, managers were 

empowered up to a certain level, satisfied and committed with most factors of their 

organisation (except for chances of advancement, pay, and hours worked). After the 

review of the literature, interviews, and pilot study, a survey was developed for the 

quantitative phase. The survey was distributed to hospitality middle-level managers 

within hotels and clubs in South-East Queensland, Australia.  

 

The demographic statistics show that the sample is comprised of middle-level 

managers who have worked in the industry on average for 7.40 years. There is an 

equal proportion of gender, mainly aged between 26 to 40 years of age, who are 

generally well educated, and working in a variety of back and front-of-house 

positions. Other recent hotel studies conducted in the United States and Asia were 

compared (Ng and Pine, 2003; Sarker et al., 2003; Chiang and Jang, 2008; Kim et al., 

2009; Lee et al., 2009; Lee and Way, 2010; Fiksenbaum et al., 2010) and results 

suggested that more females are now entering the industry. These overseas studies 

also revealed that the samples tended to be less educated but of a similar age and 

experience. 

  

Responses from the survey provided answers to the research question, two sub 

research questions and five hypotheses. The first research question was answered 

using descriptive statistics, and the results showed that steady employment, 

competence, meaning, and self-determination were rated as being important items; 

whilst pay, chances of advancement and praise from a supervisor were rated poorly by 

the middle-level managers. Descriptive statistics also provided answers for the two 

sub research questions, and just over half of the managers surveyed (62.6%) indicated 
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a desire to leave their current role within four years, but wanted to stay with their 

current employer for at least five plus years.  

 

The quantitative analysis was then conducted, using independent t-tests, a one-

way ANOVA, multiple regression and principal components analysis. The results 

from the independent t-tests and one-way ANOVA supporting Hypothesis 1A, 1B, 

1C, 1D found many significant differences between the groups that were tested. Those 

groups included middle-level managers, broken down into education, gender, 

organisation type and industry experience. Degree educated, female, hotel and more 

experienced managers (10+ years) rated the items significantly different, (and higher) 

than did the non-degree, male, club, and less experienced (0-5 years, 5-10 years) 

managers. Some of those items included meaning, competence, impact, self-

determination, autonomy, variety, pay, chances of advancement, communication and 

understanding, skill set, and trust from upper management. According to Maslow 

(1970) and Herzberg (1987), these items are deemed influential in determining 

intrinsic and extrinsic motivation, as well as being core job dimensions in Hackman 

and Oldham’s (1975) job characteristics theory. Inferences from these motivational 

theories then suggest that tertiary educated, female, hotel and the most experienced 

(10+) managers in this study have higher levels of intrinsic and extrinsic motivation, 

which leads to job satisfaction and commitment. In turn, these managers experience 

lower job turnover or turnover intentions (Davidson et al., 2010) 

 

A standard regression analysis was then conducted. Hypotheses 2, 3A, 3B, and 

3C tested relationships between psychological empowerment, organisational factors 

and job satisfaction. As a result of the analysis, hypotheses 2, 3A, 3B, and 3C were 
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supported. Significant relationships were found between psychological empowerment 

and organisational factors in predicting job satisfaction. Gender, industry experience 

and organisation type groups were tested and it was found that females, less 

experienced and club managers perceived that psychological empowerment is more 

important in predicting job satisfaction, whilst males, more experienced and hotel 

managers indicated that organisational factors are more important. This would suggest 

that female, less experienced and club managers indicate that competence, meaning, 

impact and self-determination (intrinsic factors) are more important in predicting job 

satisfaction, whilst male, more experienced and hotel managers perceive 

organisational factors (extrinsic factors) such as trust, teamwork, information, 

communication, and training, are better predictors of job satisfaction. 

 

Finally, a principal component analysis and multiple regression was used. 

Hypotheses 4 and 5 were also supported with significant relationships found between 

the reduced items that formed four factors in the resultant rotated factor solution. The 

solution was made up of eighteen items, across four factors comprising; intrinsic 

motivation, psychological empowerment, extrinsic motivation and teamwork. These 

factors were tested using multiple regression, to determine the relationships between 

them. Middle-level managers indicated that psychological empowerment was more of 

a significant predictor for intrinsic motivation, and teamwork was more significant in 

predicting extrinsic motivation. Overall, the managers also perceived that the intrinsic 

motivation items from the intrinsic motivation factor were significant predictors 

explaining a high 80.8% of the variance in total job satisfaction.  
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7.2 Implications 

Within the hospitality industry, staff turnover is a significant challenge for 

managers. The costs for high levels of turnover are high with a managerial position in 

Australia costing upwards of $12, 679 per hire (Deery and Iverson, 1996; Davidson et 

al., 2010). The findings of this study concur with the literature in that psychological 

empowerment, job satisfaction, and organisational factors all significantly determine 

factors such as organisational commitment and job turnover. The specific contribution 

that this study makes to the hospitality management literature is two fold. First, this 

study furthers knowledge about key human resource factors such as empowerment 

and job satisfaction (Lee and Way, 2010; Ro and Chen, 2011). Second, this study 

makes a unique contribution in that it is the first study to examine hotel and club 

middle-level managers’ perceptions of all of these significant dimensions.  

 

Spreitzer’s (1992) items of meaning, competence, self-determination and 

impact form the psychological empowerment dimension used in this study. This 

dimension has been tested in the manufacturing and service industries and is proven 

to be valid and reliable. Psychological empowerment is an important dimension of 

study as it can provide employees with the belief that they can make a difference and 

necessary knowledge and skills to perform a job well in an organisation. Once 

psychologically empowered, employees then have the ability and authority to solve 

problems and make decisions through personal power. For this study, middle-level 

managers of the hotels and clubs provided their perceptions of meaning (or 

importance of work to the manager), competence (or confidence to perform in the 

job), self-determination (or the ability to decide on how to do a job) and impact (or 

influence over what happens in the organisation). Recent hospitality studies on non-
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supervisory employees in the restaurant industry and guest-contact employees at a 

theme park provided a gap in the literature as no one has examined the middle-

management perspective and examined differences between employment in a club 

and hotel using this psychological dimension (Hancer and George, 2003; Ro and 

Chen, 2011) 

 

Organisational factors such as information, communication, training and trust 

were identified in the literature as also affecting empowerment and job satisfaction 

with recent hotel and restaurant studies of employees in areas of New Zealand, Asia,  

U.S and Europe revealing their importance (Ghiselli et al., 2001; Lam et al., 2001; 

Klidas et al., 2007; Poulston, 2008). 

 

Job satisfaction for many years has been an interest for many researchers as 

they have investigated the many aspects and characteristics of a job, and how they 

may relate to job productivity and turnover. Theories such as motivation-hygiene, 

expectancy, equity, hierarchy of needs and jobs characteristics have been proven to be 

valid and reliable theories and have been implicated in many studies including this. 

Some of the numerous recent hospitality studies examining job satisfaction of all 

employee levels have been conducted in Hong Kong, Korea, China, Thailand, Turkey, 

Spain, North Cyprus, Taiwan, and United States to name a few. Employees working 

in these hotels, tourism businesses, and restaurants were (or were not) satisfied and/or 

motivated intrinsically and/or extrinsically differently based on demographic data 

such as gender, age, experience and organisaton type similar to this study. Also of 

note was that western employees had very different views of job satisfaction and 

motivation than their eastern counterparts (Lam et al., 2001; Sarker et al., 2003; Aksu 
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and Aktas, 2005; Chiang and Jang, 2008; Kim et al., 2009; Gallardo et al., 2010; 

Nadiri and Tanova, 2010; Yang, 2010; Lee and Way, 2010; Gunlu et al., 2010; 

Fiksenbaum et al., 2010; Ro and Chen, 2011). 

 

This study has therefore contributed significantly to this body of literature in 

that it has focused specifically on hotel and club middle-level managers and the 

degree to which they are experience psychological empowerment, job satisfaction, 

organisational commitment and how this impacts upon their turnover intentions 

towards their role and employer.  The findings here indicate that maintaining adequate 

levels of psychological empowerment and job satisfaction amongst middle-level 

managers within this context of hotels and clubs will minimise job turnover and 

turnover intentions. In turn, this will have a positive influence upon the competitive 

advantage of a hospitality business.  

 

Hence, a new conceptual model has emerged from this study (see figure 5-1). 

This new model is proposed for future research examining psychological 

empowerment, organisational factors, and job satisfaction, by highlighting the 

importance of these dimensions for middle-level managers working in hotels and 

clubs in Australia. These dimensions can play a major role in determining intrinsic 

and extrinsic motivation of these workers, and commitment and job turnover (or 

turnover intentions) may increase or decrease as a result.  

 

The findings from this study may also provide assistance for human resource 

professionals in the hospitality industry to understand how middle-level managers 

(based on education, gender, organisation type and industry experience) feel about 
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psychological empowerment, organisational factors and job satisfaction. This 

information then may aid in reducing turnover intentions, and therefore increase job 

satisfaction and organisational commitment. The rewards that a hospitality 

organisation can obtain from keeping middle-level managers (by empowering them or 

keeping them satisfied intrinsically and extrinsically with their job), may prove to be 

the difference between them staying in their job and learning and providing a 

competitive advantage to the hotel or club of choice, or leaving and increasing 

turnover and costs for the business. It may assist a number of hospitality 

organisations, and in particular hotels and clubs, when they are trying to identify the 

criteria underlying middle-level managers’ empowerment levels, job satisfaction 

levels, and commitment (or job turnover intent) towards their jobs and employers.  

 

The highly ranked items (see table 5-1), indicate what middle-level managers 

believe or perceive are important. This may help hospitality businesses to understand 

what managers need to operate as effective managers. As well, human resource 

managers may take this kind of information into account when engaging in 

recruitment and selection for middle-level positions in hotels and clubs. The low 

ranked items indicate that hospitality businesses are not addressing the issues of 

importance to managers, and will need to do so if managers are to stay in their current 

roles or with their employers. This study has provided vital insights through the 

development of a conceptual model which may lead to improvements and success in 

hospitality businesses, and assist these organisations in creating and maintaining 

environments that foster the most productive types of perceptions and work 

behaviours. 
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The axiom holds that if managers are psychologically empowered, satisfied, 

and committed to a job and employer, their intentions towards leaving their club or 

hotel will be minimised. If turnover is minimised, then operating costs are reduced, 

and this may allow a hospitality business to be successful and sustainable, providing a 

competitive advantage. Hospitality organisations that embrace empowerment, also 

must foster and encourage behaviour that may lead to managers becoming satisfied 

and committed. The potential advantage for middle-level managers and hospitality 

organisations, is self-evident. In conclusion, the benefits for the industry as a whole 

are apparent if issues relating to middle-level managers are addressed. 

 

7.3 Limitations 

Limitations must be acknowledged with regards to the external validity, as the 

study utilised a non-probability or purposive sampling strategy, and this was done on 

the basis of availability and ease of data collection. This study was also limited to 

middle-level managers in clubs and hotels in a particular geographical area; that of 

South East Queensland, Australia. As such, these findings, whilst significant, cannot 

be generalised beyond this context. 

 

7.4 Future Research Directions 

 Successful retention of middle-level managers in the hospitality industry 

requires the effective combination of empowerment, job satisfaction, and 

organisational factors, which then in turn may provide commitment likely to enhance 

motivation, productivity, and lower job turnover in the industry (Robbins et al., 

2002). Hospitality organisations that place a higher priority on efforts to identify 
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individuals who are suited to middle-level managerial roles, need to provide these 

items in order to remain sustainable in this competitive industry. As organisations are 

increasingly concerned with recruiting, selecting, and promoting the right individuals, 

the results may provide a better understanding of the importance that middle-level 

managers associate with these attributes. In addition to assisting selection decisions, 

findings of this study may lead to improvements in increasing empowerment and job 

satisfaction levels, as well as improving organisational factors such as training, 

information, communication, trust, and development efforts.  

 

A similar study might be expanded to include a larger number of hospitality 

organisations within another geographical area. Different levels of employees (such as 

senior managers or lower-level employees) could also be included in a future study. 

This would facilitate the comparison of senior manager and lower-level employee  

definitions of degrees of empowerment, levels of job satisfaction, and commitment to 

the organisation and industry.  

 

Training provided by organisations focused on managerial flexibility, and 

decision-making in an uncertain environment, together with courses to foster a culture 

of ideas and innovation, may also be considered. Studies in the future may include 

examining whether creativity, innovation or entrepreneurship influence psychological 

empowerment, job satisfaction and organisational commitment of  low level 

employees, middle-level managers, and/or senior managers in the hospitality industry. 
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Nature of your involvement 

 

I would like to emphasize that this survey is anonymous. You do not need to write 

your name or any other information that can identify you on this survey. In addition 

the data collected as part of this research project will remain confidential as only 

aggregate results will be reported in any subsequent publications. No individual 

responses will be discussed in class or research publication. Furthermore, your 

participation is completely voluntary and you can withdraw at any time. 

 

Should you wish to receive a copy of the final results of the study in which you have 

participated, these will be available from the Chief Investigator. 

 

Should you have any concerns or complaints about this study, they can be made 

directly to the Chief Investigator or alternatively to the Manager, Research Ethics, 

Office for Research, Bray Centre, Nathan Campus, Griffith University, Qld, 4111, 

telephone (07) 3875 5585. 

 

On behalf of Griffith University and the School of Tourism, Leisure, Hotel & Sport 

Management, thank you for agreeing to assist in this research project. 

 

 

 

 

 

 

 



 253 

CONSENT FORM 

 

 

   Hospitality Manager Survey 

 

In order to confirm your agreement to participate in this study, it would be 

appreciated if you could read the following terms and sign the following declaration: 

 

 I understand that I am not required to participate in this research project if I do 

not wish to do so and that I can withdraw form the study at any time without 

needing to explain my reasons for withdrawing. No loss of benefit or 

treatment will occur as result of my withdrawl nor will any penalty be 

incurred. 

 

 

 I understand that the repsonses I provide in this study will be treated in 

confidence by the Chief Investigator and that no individual responses will be 

released to any third party. 

 

 

 I have read the information sheet and consent form. I agree to participate in 

the project entitled “An Analysis of Psychological Empowerment and Job 

Satisfaction for Middle-Level Managers in the Hospitality Industry” 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 realise that 

whether or not I decide to participate is my decision. I also realise that I can 

withdraw from the study at any time and that I do not have to give any reasons 

for withdrawing. I have had all questions answered to my satisfaction. 

 

 

  Signatures: 

 

 

 

  ………………………………………  ………………….. 

  Participant      Date 

 

 

 

 

  ………………………………………            …………………... 

  Investigator(s)      Date 
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Appendix C 
 

Information Cover Sheet 

 

Hospitality Manager Interviews 

 

Senior Investigator Name: Professor Mike Davidson 

    Director of Centre for Tourism Sport and Service 

    Innovation 

    Contact Details: 55 528 782 

    m.davidson@grifffith.edu.au 

 

 

Chief Investigator Name:  David Ponton 

School of Tourism, Leisure, Hotel & Sport  

Management 

            Contact Details: 55 955 184 

            d.ponton@griffith.edu.au 

 

This research project is investigating “Middle-level managers’ perceptions of 

psychological empowerment within hotels and clubs that are associated with job 

satisfaction, organisational factors and job turnover intent” 

 

Nature of your involvement 

 

I would like to emphasize that the interview will be audio-taped. You do not need to 

mention your name or any other information that can identify you on this interview. 

In addition the data collected as part of this research project will remain confidential 

as only aggregate results will be reported in any subsequent publications. No 

individual responses will be discussed in class or research publication. Furthermore, 

your participation is completely voluntary and you can withdraw at any time. I assure 

that the tape of the interview will be erased following transcription and that only the 

research team will have access to this tape. However, if it is considered necessary to 

retain the recordings of materials, specific consent again will be sought for any use 

beyond transcription / analysis. 

 

Should you wish to receive a copy of the final results of the study in which you have 

participated, these will be available from the Chief Investigator. 

 

Should you have any concerns or complaints about this study, they can be made 

directly to the Chief Investigator or alternatively to the Manager, Research Ethics, 

Office for Research, Bray Centre, Nathan Campus, Griffith University, Qld, 4111, 

telephone (07) 3875 5585. 

 

On behalf of Griffith University and the School of Tourism, Leisure, Hotel & Sport 

Management, thank you for agreeing to assist in this research project. 
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CONSENT FORM 

 

 Hospitality Manager Interviews 

 

In order to confirm your agreement to participate in this study, it would be 

appreciated if you could read the following terms and sign the following declaration: 

 

 I understand that I am not required to participate in this research project if I do 

not wish to do so and that I can withdraw form the study at any time without 

needing to explain my reasons for withdrawing. No loss of benefit or 

treatment will occur as result of my withdrawl nor will any penalty be 

incurred. 

 

 

 I understand that the repsonses I provide in this study will be treated in 

confidence by the Chief Investigator and that no individual responses will be 

released to any third party. 

 

 

 I have read the information sheet and consent form. I agree to participate in 

the project entitled “An Analysis of Psychological Empowerment and Job 

Satisfaction for Middle-Level Managers in the Hospitality Industry” 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 realise that 

whether or not I decide to participate is my decision. I also realise that I can 

withdraw from the study at any time and that I do not have to give any reasons 

for withdrawing. I have had all questions answered to my satisfaction. 

 

  Signatures: 

 

  

  ……………………………………   ………………….. 

  Participant      Date 

 

 

 

  ………………………………………            …………………... 

  Investigator(s)      Date 
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Appendix D 

Qualitative Methodology – Empowerment/ Psychological Empowerment/ Job 

Satisfaction / Organisational Commitment/ Job Turnover 

Semi – Structured Interview - Transcript 

 

Q1. What does empowerment mean to you? 

 

_____________________________________________________________________

_____________________________________________________________________ 

_____________________________________________________________________

_____________________________________________________________________ 

_____________________________________________________________________

_____________________________________________________________________

_____________________________________________________________________

_____________________________________________________________________

_____________________________________________________________________

_____________________________________________________________________

_____________________________________________________________________ 

_____________________________________________________________________

_____________________________________________________________________ 

_____________________________________________________________________

_____________________________________________________________________ 

_____________________________________________________________________

_____________________________________________________________________ 

_____________________________________________________________________

_____________________________________________________________________ 
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Q2. Are you empowered in your workplace and why? 

_____________________________________________________________________

_____________________________________________________________________ 

_____________________________________________________________________

_____________________________________________________________________ 

_____________________________________________________________________

_____________________________________________________________________

_____________________________________________________________________

_____________________________________________________________________

_____________________________________________________________________ 

_____________________________________________________________________ 

 

_____________________________________________________________________

_____________________________________________________________________

_____________________________________________________________________

Q3. Are you committed to your job and why? 

 

_____________________________________________________________________

_____________________________________________________________________ 

_____________________________________________________________________

_____________________________________________________________________ 

_____________________________________________________________________

_____________________________________________________________________

_____________________________________________________________________

_____________________________________________________________________

_____________________________________________________________________ 
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Q4. Are you satisfied with your job and why? 

 

_____________________________________________________________________

_____________________________________________________________________ 

_____________________________________________________________________

_____________________________________________________________________ 

_____________________________________________________________________

_____________________________________________________________________

_____________________________________________________________________

_____________________________________________________________________

_____________________________________________________________________

_____________________________________________________________________

_____________________________________________________________________

_____________________________________________________________________

Q5. What is the level of staff turnover in your hotel/club and why?  

 

_____________________________________________________________________

_____________________________________________________________________ 

_____________________________________________________________________

_____________________________________________________________________ 

_____________________________________________________________________

_____________________________________________________________________

_____________________________________________________________________

_____________________________________________________________________

_____________________________________________________________________

_____________________________________________________________________

_____________________________________________________________________ 
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Appendix E 

 
A Survey of Middle-Level Managers 

 

This research investigates middle-level manager’s perceptions of psychological empowerment within 

hotels and clubs that are associated with job satisfaction, organisational factors and job change turnover 

intent. Basically, the research is to explore whether middle-level managers are satisfied with their jobs, 

committed to their organisations and also what their intentions are towards job tenure. The key driver for this 

research is to further understand why there are such high levels of management turnover within the 

hospitality industry (Davidson and Timo, 2006) and this research will assist in the understanding the reasons. 

If you have any questions about this research please feel free to contact the author David Ponton at 

this email address: d.ponton@griffith.edu.au. 
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Survey Instrument 

Indicate how important you think each of the following statements are for you in your position. Circle 

the number that indicates how important you think each statement would be. 

 

 

 

 

 

Psychological Empowerment  S
tr

o
n

g
ly

 D
is

a
g

re
e
 

  D
is

a
g

re
e 

   S
li

g
h

tl
y

 D
is

a
g

re
e
 

  N
eu

tr
a

l 

  S
li

g
h

tl
y

 A
g

re
e 

  

  A
g

re
e 

 

  S
tr

o
n

g
ly

 A
g

re
e 

 

1. The work I do is very important to me                     1          2        3         4         5         6        7 

 

2. I am confident about my ability to do my job                      1          2        3         4         5         6        7 

 

3. I can decide on my own how to go about doing my work          1          2        3         4         5         6        7 

 

 4. I have significant influence over what happens in my 

department                           1          2        3         4         5         6        7 

 

 

 

 

 

 

Job Satisfaction  S
tr

o
n

g
ly

 D
is

a
g

re
e
 

  D
is

a
g

re
e 

   S
li

g
h

tl
y

 D
is

a
g
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e
 

  N
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a

l 

  S
li

g
h
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y
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g
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e 

  

  A
g

re
e 

 

  S
tr

o
n

g
ly

 A
g

re
e
 

 

5. My job keeps me busy all the time                               1         2        3         4         5         6        7      

   

6. My job allows me to work alone                            1         2        3         4         5         6        7                

       

7. My job allows me to have variety                1         2        3         4         5         6        7       

       

8. My supervisor handles his/her employees well           1         2        3         4         5         6        7       

            

9. My supervisor is good in making decisions                                1         2        3         4         5         6        7       

            

10. My job provides for steady employment            1         2        3         4         5         6        7               

 

11. My job allows me to do things for other employees                 1         2        3         4         5         6        7       

 

12. My job allows me to make use of my abilities           1         2        3         4         5         6        7              

 

13. My companies policies are put into practice well           1         2        3         4         5         6        7      

        

14. My job pays well for the amount of work I do           1         2        3         4         5         6        7      

         

15. My job provides the chance for advancement                      1         2        3         4         5         6        7       

                    



 261 

16. My job provides the freedom to use my own judgement         1         2        3         4         5         6        7       

      

17. My job has good working conditions           1         2        3         4         5         6        7      

          

18. My supervisor praises me for doing a good job                     1         2        3         4         5         6        7       

               

19. My job provides me with a feeling of accomplishment         1         2        3         4         5         6        7       

   
 

 

 

 

 

Organisational factors 

 S
tr

o
n

g
ly

 D
is

a
g
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e 

  D
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a
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   S
li

g
h

tl
y

 D
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  N
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  S
li

g
h

tl
y

 A
g

re
e
 

  A
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  S
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n
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g
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e
 

 

 

20. Upper management is sincere in its attempts to  

understand the employee’s point of view                                        1         2        3         4         5        6         7 

 

21. Our hotel/club has a poor future unless it can attract 

better managers               1         2        3         4         5        6         7 

                    

22. If I get into difficulties at work, I know my workmates 

would try and help me out                                  1         2        3         4         5        6         7 

 

23. Upper management can be trusted to make sensible  

decisions for the hotel/clubs future                                                  1         2        3         4         5        6         7 

 

24. I feel quite confident that the hotel/club will always try to 

treat me fairly                                                            1         2        3         4         5        6         7 

 

25. I have full confidence in the skills of my workmates           1         2        3         4         5        6         7 

 

26. The information I receive is often inaccurate           1         2        3         4         5        6         7 

 

27. The hotel/club in which I work is a good place to work           1         2        3         4         5        6         7

                                                          

28. Communication in this department is very open                      1         2        3         4         5        6         7 

 

29. I do not have enough training to do my job well            1         2        3         4         5        6         7 

 

30. I find it enjoyable to talk to other members of this 

department                                                                              1         2        3         4         5        6         7 

 

31. I have the skills I need to do my job             1         2        3         4         5        6         7 

 

32. When people talk to each other in this department, there 

is a great deal of understanding                                              1         2        3         4         5        6         7 
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Organisational factors 
  S
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  S
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33. I sometimes feel that others don’t understand the  

information they have received                                             1         2         3         4         5        6         7 

 

34. It is easy to ask advice from any member of this 

department                                                                     1         2         3         4         5        6         7 

 

35. I do not care about the fate of the hotel/club in which I 

work                                                                                              1         2         3         4         5        6         7 

 

 

In relation to your current job - please tick the number that indicates your answer: 

 

 

1. Indicate your intentions of staying in your current job position? (Years) 

 

< 2 1 3-4 2  5+ 3  

 

 

2. Indicate your intentions of staying with your current employer? (Years) 

 

< 2 1 3-4 2  5+ 3   
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Finally - some questions about you 

1. What is your gender? 1 Male  2   Female  

2. Which age group do you fall into? 

< 20  1  31-35  4  46-50  7  61+  10 

21-25  2  36-40  5  51-55  8 

26-30  3  41-45  6  56-60  9 

3. How many years have you worked in the hospitality industry?    
 

0-1 1 1-2 2  2-3 3 3-4 4 4-5 5 

 

5-6  6 6-7  7 7-8  8 8-9 9 10+ 10 

 

4. How long have you been an employee of your current employer? __________Years ________ Months 

 

5. Which one of the following best describes your employment status? Please tick one only 

1  Reservations  6   Human Resource  11  Housekeeping / Facilities / Cleaning 

2 Food and Beverage 7   Kitchen / Catering 12     Finance 

3 Front Office / Desk  8   Gaming   13     Sales / Marketing 

4  Administration  9   Maintenance  14    Conference / Function 

5  Customer / Relationship 10  Sports 

15 Other Management positions: Please specify _________________________________________ 

 

6. What is the highest level of education that you have completed? Please tick one only 

1 Primary School    5 Technical College/TAFE Diploma 

2   Year 10 (Junior)    6 Undergraduate University degree 

3   Year 12 (Senior)    7 Postgraduate University Degree 

4   Trade/ Industry Specific Qualification 8 Other (Please specify) _________________  

_ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _  

 Thank you for your help with this survey 

 

 

Name: ___________________________________________ 

 

Postal or email address:  

______________________________________________________________________________________ 

 

______________________________________________________________________________ 

 

There is an incentive for completing this survey. Your name will go in a draw to win $250 cash. 
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