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ABSTRACT 

Understanding the relationship between Human Resource Management (HRM) 

and the performance of organisations has been an ongoing area of interest within 

management fields. Important in this domain has been ‘the black box’, the unknown 

construct of connections between HRM and performance, an area which has remained 

unable to be fully ‘illuminated’ by researchers. The significance of this being, that in 

increasingly competitive local, national and global markets, it is critically important for 

organisations to efficiently and effectively manage all forms of resources 

’ involved in their operations. Here, human resources play an intrinsically pivotal role. 

To explore ‘the black box’, and with a refinement to the HRM/performance 

relationship, this research was driven by an overarching research question which was: 

What relationship/s did HRM have with employee performance? Focusing on 

employee performance allowed for the broad performance construct to be more 

discernable, providing an opportunity to better consider its potential relationships with 

HRM. To further guide this exploration, research objectives were developed to address 

unresolved needs in this field to: better conceptualise HRM and employee performance, 

develop a theoretical model which would assist in explaining the HRM/performance 

relationship, posit an explanation of the resolution to ‘the black box’, posit an effective 

methodology with which to research allied phenomena. 

The research was undertaken in three stages within a multinational enterprise 

chain of hotels. Stage 1 of the exploration took place at a corporate/national level, 

progressing into an exploratory case study design using three hotel property cases 

located within South East Queensland, Australia. Within each hotel case there were 

embedded units of analysis, namely General Managers, HR Managers, Department 

management (Stage 2), and Line staff (Stage 3), with exploration undertaken in an 

iterative style. This allowed for flexible investigative techniques, using a mixture of 
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methods, generally described as a ‘parallel mixed model study’. Mixing took place in 

the embedded units of analysis across hotels. 

Findings indicated that HRM contributes to employee performance through 

involvement in what was identified as a positive communication environment (PCE) in 

the workplace and the relevant skill sets needed by employees to undertake their jobs. 

As such, HRM appears to form around a set of core practices and functions, which 

change in focus and perspective depending on the level and position of staff involved. 

In turn, employee performance was seen as the completion of relevant work tasks with 

the need for more immediate and varied feedback. Further, at all research levels one 

outstanding HR measure linked performance with staff being ‘happy’ and ‘having fun’. 

In developing a model of the HRM/employee performance relationship, the 

National level model (Stage 1) presented as a strategic static schematic, represented by a 

HR framework, comprised of HR framework components, and HR framework measures 

incorporating various policies, practices and processes. In contrast, at the Department 

management and Line staff levels (Stages 2 & 3) HRM presented as a more dynamic 

fluid function, pragmatically applied by groups and individuals, dealing with matters 

concerning practical requirements within a need for a PCE. Accepting this model, the 

analogous ‘black box’ became somewhat redundant. 

Through the utility of an exploratory mixed methods approach, this study has 

contributed to consideration of a unifying perspective of HRM, as opposing positions 

can be accommodated through a dynamic interpretation of HRM. Elements of this are 

found in Ulrich’s (1997) shared responsibility Multiple Role Model, and in Keenoy’s 

(1999) hologram analogy of HRM. In turn, acceptance of such a perspective would 

then allow for HRM to be more usefully considered within dynamic employee 

performance contexts; giving rise to even greater clarity to this relationship. 
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CHAPTER 1.0  

INTRODUCTION 

1.1. Preamble 

The story of this research is as old as the history of work and management is 

long. We have all experienced some form of work environment where, with peers, 

colleagues and co-workers, we have, on most occasions, undertaken to the best of our 

ability, the duties and roles required of our jobs. Most of us have started from the 

‘bottom of the ladder’ and perhaps with hard work, good management and some luck 

worked our way up to higher positions, other jobs, transfers and promotions; enjoying 

the sense of achievement, rewards, camaraderie and the environments in which we 

worked. It therefore goes without saying that we have also experienced the impact of 

various other forces, at least within our work environment, which have played a role in 

our employment experience/s. 

We have also been part of the down side to working life. We have been 

disappointed, punished, failed, confused, angry, frustrated (and so the list goes on) with 

our jobs. And we have probably reflected at times, and thought, ‘what the hell was 

going on’ and what part/s of this we contributed to. For answers, we have looked at 

ourselves, we have looked at others, we have considered the systems and processes 

involved in our jobs, we have pondered management and administration, rules, 

procedures, and in short we wondered why things were, like they were. Many ‘things’ 

were to blame for our misfortunes, apart from ourselves of course. It seemed our results 

and performance were not always within our own hands to control. 

As everyone within an organisation is responsible to and for others, whether 

they be peers, managers, supervisors, directors, general managers, or shareholders 

everyone deserves to be well managed. To manage well, is central to one’s own 

experiences of success and failure, together with the extended successes and failures of 
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the organisation. Management could incorporate a myriad of forms with this research 

however we are particularly interested in its manifestation as Human Resource 

Management (HRM). This research will further contribute to extant literature which 

struggles to clearly understand the dynamics, or lack there of, between HRM and 

performance within organisations. While readers of this study would have anecdotal, 

and perhaps, intuitively logically views of this relationship, it is important to practically 

reveal and articulate the HRM area as a means of positively contributing to employees’ 

work-lives, the organisations within which they work, and the communities they interact 

with. 

1.2. Structure of the Thesis 

To initially orientate the reader to an overview of this research Figure 1.1 

outlines the overall structure of the thesis being comprised of seven chapters. The 

research took place in a Multinational Corporation (MNC) chain of hotels (referred to as 

Zodiac for confidentiality) within a case study design. 

Chapter 2 provides a review of literature considering the areas of HRM and 

employee performance resulting in the development of the research question and 

research objectives. It develops from a cross-industry to a hotel industry specific 

perspective. The review then focuses on literature describing the relationship between 

HRM and employee performance, again developing from a cross-industry to hotel 

industry specific view. 

Chapter 3 discusses the methodological perspective of the research and its 

relationship to the three stage structure and research design. The methods used within 

the stages are presented. However, given the somewhat adaptive nature of the research, 

adjustments to methods during and between stages is necessary, therefore a method 

section will also be presented at the beginning of each of the three stages chapters 4, 5, 

6 together with accompanying discussions at the end of each of these chapters. Within 
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Chapter 1 - Introduction 

Chapter 2 – Literature Review 

Chapter 3 – Approach to the Research 

Chapter 4 – Research Stage 1  
Zodiac’s National Level HRM 

Chapter 5 – Research Stage 2  
Management Levels within 3 Case Hotels 

Chapter 6 – Research Stage 3  
Line Staff Level within 3 Case Hotels 

Chapter 7 – General Discussion 

Figure 1-1 Thesis Structure 

these stages primary data and information is obtained together with secondary data and 

information, using mixed methods such as self administered questionnaires, face to face 

interviews, document and data analysis. 

Chapter 4 presents Stage 1 of the three research stages. It is the entry point to 

Zodiac at a National Level presenting an orientation of how HRM is understood and 

projected from a senior management perspective. Zodiac’s HRM policies, practices, 

procedures and philosophies are identified with an initial insight into how these are 

‘delivered’ into individual hotel properties and the interactions they have on hotel 

departments and individual employees. 
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Chapter 5 develops from Chapter 4 and represents Stage 2 of the research. It is 

here where Aries, Leo and Taurus (the three case study properties, names disguised for 

confidentiality) are first investigated across the three properties at management levels. 

The management levels of GM, HR Manager and department management are 

sequentially explored to gain an operational perspective of HRM and employee 

performance. 

Chapter 6 represents the third and final research stage and is undertaken within 

the three case properties at a line staff level. It develops similarly to Chapter 5 but 

with a focus on understanding the HRM / employee performance dynamic at this level. 

Chapter 7 concludes the thesis considering the extent to which the overarching 

research question was answered together with the extent to which the five research 

objectives were met. Implications, limitations and further research considerations 

conclude the chapter. 

1.3. Introduction: Background to the Research 

This chapter introduces the MNC hotel industry within which the research takes 

place in Australia, together with providing an outline of the two key research domains 

of HRM and organisational performance. The conceptual basis from which these are 

considered is also presented in light of the research literature. From this literature, 

which has attempted to determine the nature of ‘the black box’ relationship of HRM and 

organisational performance, limitations are identified. In turn, these limitations 

provided the impetus and focus for the overarching research question and research 

objectives. The approach the research would take to investigate this question and 

achieve these objectives is then presented. 

This research examines a sample of hotels in a MNC in the Australian hotel 

industry, with a focus on the function of HRM. As such, this section introduces MNCs 
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as global employers, in particular, their significance in the Australian national hotel 

industry. 

The World Bank (2005) identified that 27% of world gross domestic product 

(GDP) was accounted for by MNCs whose numbers had grown dramatically since the 

1960s. The impact of MNCs on world economies has seen a debate develop within 

management research. Such a debate considers the impact of MNCs on domestic HRM 

and industrial relations (IR) systems and the extent to which there are a convergence or 

diversity of organisational forms and practices in the various national settings 

(Quintanilla & Ferner, 2003). Noted by these authors is the convergence argument that 

MNCs are compelled by market, technological and managerial forces to adopt strategies 

and practices that foster economic, organisational and employment homogenisation 

across borders. 

At the same time however, certain elements of management systems, including 

personnel issues, local culture, institutional arrangements and labour practices, manifest 

the resilience of capitalist variety, and promote diversity and divergence of 

organisational practices (Quintanilla & Ferner, 2003). Within this context the ongoing 

need to better understand the management and utility of human resources has become 

increasingly relevant. How firms allocate human capital to generate competitive 

advantage, and improve their competitive advantage continues to attract attention in 

human resource management literature (Lepak & Snell, 1999; Lepak & Snell, 2002; 

Wright & Boswell, 2002). 

In relation to their effect on employment, the size and complexity of MNCs has 

continued to attract close scrutiny, and diverse research, given their wide-ranging 

impact on global employment and labour markets (Ferner & Quintanilla, 1998). Several 

themes emerge from the literature that focus on MNC management practices on host 

countries, some of these include issues of communication problems, language and 



6 

cultural barriers and a lack of strategic corporate planning (Bamber, Shadur, & Howell, 

1992; Dowling, Welch, & Schuler, 1999). For example, the role that MNCs play as 

conduits for transmitting ‘new’ HRM/employment relations practices across national 

borders (Sparrow, Schuler, & Jackson, 1994). Also considered is the effectiveness that 

national labour regulatory regimes have in moderating MNC employment practices 

(Lane, 1991; Ramsay, 1997) or identifying distinctions between MNC and domestic 

HRM practices (Geary & Roche, 2001; McGraw & Harley, 2003). Within this complex 

field of MNC HRM the hotel industry represents a major employer. 

1.4. Hotel Industry Employment 

The hotel industry contributes significantly to the overall world travel and 

tourism industry. In 2005 world travel and tourism was expected to account for 221.6 

million jobs or 8.3 percent of global employment, and contribute USD $6.2 trillion to 

world wide economic activity (World Travel and Tourism Council, 2005). As such, the 

hotel industry is the world’s largest generator of jobs. The United Nations Council on 

Trade and Development (UNCTAD, 2004) identified the ‘hotel and restaurant’ and 

‘tourism industries’ as the two largest respondents for increased funding across global 

industries, with every hotel room creating another one to two jobs. 

‘Brand Australia’ identifies the significance of the tourism and hospitality 

industry to the economy being the largest campaign of its type, with the Australian 

Government committing AUD $369 million to the global promotion of Australian 

tourism (Department of Industry, Tourism and Resources, 2004). Hotels and tourism 

contribute significantly to business in Australia, accounting directly for 3.9 percent of 

GDP (Australian Bureau of Statistics (ABS), 2006), representing a share of GDP of 

over AUD $32 billion. The industry is also responsible for 89 percent of the demand for 

hotel accommodation and 30 percent of food consumed in cafes, restaurants and take 

away food (ABS, 2002). It also directly employs about 536,600 people with an overall 
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share of employment in Australia created directly and indirectly by tourism of 10.4 per 

cent. 

Within Australia there are 3,761 star graded hotels providing 197,187 guest 

rooms, 587,329 bed spaces with 109,266 employees (ABS, 2004). Further, nearly 90 

percent of hotels are three and four star rated accounting for over 80 percent of guest 

rooms and bed spaces, employing 65 percent of all hotel staff. Commonly known 

MNCs brands such as Sofitel, Novotel, Hyatt, Hilton, Sheraton, Intercontinental and 

Marriott are widely identified in this market. Of these brands some MNCs use a multi-

branding strategy to meet market needs. For example, Starwood’s Australian brands 

include Sheraton, Westin and Four Points. 

Timo (1999) asserts that, hotel HRM in an environment with numerous 

competitors has become a critical feature of competitive advantage for Australian hotel 

operations, as hotels attempt to gain market share. It is therefore unfortunate, given this 

scale of employment that the hotel industry continues to be characterised by low paid, 

casual or contingent seasonal work with high levels of staff turnover (Guerrier & 

Lockwood, 1989; Guerrier & Deery, 1998; Benson & Worland, 1992; Lucan, 1996; 

Timo, 1999). Understandably, HRM practices within this dynamic and diverse 

employment environment continue to present ongoing challenges. 

1.5. Human Resource Management 

The field of HRM presents a myriad of facets to consider in business 

environments. With a variety of diverse views, philosophical positions, and incomplete 

theoretical frameworks and conceptualisations, industry practitioners and researchers 

approach the field with caution and confusion (Sission, 1990; Boxall & Purcell, 2003). 

Following is a brief background of the ‘origins’ of HRM to initially orient the reader 

and then position the research in its contemporary perspective. The research frame 
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through which HRM will be viewed together with a preface to HRM within the hotel 

industry will then be presented. 

1.5.1. Backgrounding HRM 

As for the large scale management of people within industry, it is widely 

understood that this began during the era of the industrial revolution (often cited as the 

late 18th century to early 19th century) which was initially experienced in parts of 

Europe and the United Kingdom in particular. At this time the growing use of power 

driven equipment, and mass production, determined the need to incorporate people 

within these production systems. As the worker was ‘part’ of the machinery they 

experienced an environment, designed primarily with the focus on the machinery and 

systems, that was difficult, dangerous, monotonous and unhealthy with few regulations 

if any on the terms of employment (Hartwell, 1959). 

Since these times, the nature of managing employees developed with various 

foci such as classical views, the behavioural schools, systems theory and contingency 

approaches; with researchers and writers continuing to develop and apply these 

elements in various ways. Such foci also framed the general developmental stages of 

HRM, as it arose from more senior management activities relating to the administration 

and management of personnel (Marciano, 1995). 

HRM developed to incorporate functions such as staffing, training, and 

industrial relations forming key roles within Personnel Management. From the mid to 

late 1990s HRM developed as a reorientation of the personnel function into a more 

integrated role in achieving organisational effectiveness and performance (Marciano, 

1995). As a result of this integration and realignment of HRM, by its nature, it 

potentially became a strategic component of businesses. As such, the concept of 

strategic human resource management (SHRM) formed and continuing to develop in a 
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contemporary context (Hoobler & Johnson, 2004). It is within this context that the 

research attempts to understand this apparently continually evolving nature of HRM. 

1.5.2. Regional Diversity of HRM 

The significance of this research, and the complex environment in which it is 

located, is perhaps best identified by a study of the Asia-Pacific Economic Cooperation 

Forum (APEC), a regional entity of 21 members originally formed in the late 1980s to 

promote non-discriminatory trade and investment liberalisation within the Asia-Pacific 

region (Zanko, 2003). The study, Global Advantage Through People Project, developed 

from 1990 to 1996 with a threefold purpose. The first was to provide a systematic 

descriptive analysis of key HRM policies and practices at a macro-level in APEC 

countries. The second was to use the data presented in that analysis, to undertake a 

preliminary comparative analysis identifying key similarities and differences at the 

macro-level, which was used by APEC for development and cooperation in the 

employment relations domain. The third was to provide the basis for a series of micro-

level studies of HRM policies and practices that focus on key areas of 

organisational/industry performance in the APEC region. 

Zanko (2003), stated that the overarching analysis of the study identified two 

major patterns. Firstly, that of diversity among member economies’ HRM policies and 

practices, trends and issues, and that there was a variety of judgements about what was 

the ‘best’ way of managing human resources. Secondly, the study also identified that 

further research should engage with national diversity and its implications for HRM and 

change management by explicating the different forms and extent of control in 

organisations and how people are managed in these different countries. Differences 

were also identified the Australian local domestic context, within an operational level, 

with a survey of Australian Human Resource Institute (AHRI) members and CCH 

subscribers. Responses to this survey described a trend toward devolving HR activities 

10 



to the line staff function and also identified that line managers and HR managers had 

different views of their responsibilities concerning HRM ( Kulik & Bainbridge, 2006). 

Diversity in understanding HRM is, not surprisingly, also found in the hotel industry. 

1.5.3. HRM in the Hotel Industry 

As a result of this complex environment, research into hotel HRM practices is 

considered challenging, as there is little agreement as to what defines HRM within the 

hotel context (McGunnigle & Jameson, 2000). Hoque (2000) suggests that it was only 

the larger hotels with established HRM departments that were likely to experiment with 

‘new’ HRM practices while smaller hotel practices remained unknown. Not surprisingly 

industry characteristics such as these continue to engage further research into the HRM 

area. 

The HRM challenges within the hotel industry are ongoing. Cully, Woodland, 

O’Reilly, and Dix (1999) identified that the practices of low pay and poor conditions 

represented poor HR practices within the industry. Cully et al. considered the industry 

used very ‘hard’ practices (both ‘hard’ and ‘soft’ HRM practices more fully explained 

in the literature review Section 2.2) or relatively unsophisticated HRM practices as 

represented by the regulation of staff numbers through the manipulation of readily 

obtainable disposable labour, with the focus on a ‘retaining control/cost control’ 

approach to management. Adding to this view, Lucas (2002) stated that while hotel 

industry management practices may seem appropriate, having developed due to the 

highly competitive nature of the marketplace, their substance does not appear to 

consider constructive employee relations, employee satisfaction and the development of 

the full workforce potential. Within this HRM environment Lucas proposed that it 

would be interesting to consider the impact of ‘soft’ HRM practices. 

The lack of ‘soft’ HRM practices may be the result of an industry that has  

traditionally focused its attention on the assets it best understands, real property and the 
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capital that finances it (Cline, 1998). In contrast to this, Tsai (2002) notes that 

employees (soft HRM perspective) constitute a large part of an organisation’s important 

intangible resources, with a potential to enhance the organisation’s sustainable 

competitive advantage (Tsai, 2002). This is further complicated by the various 

relationships between bundles of HRM policies and practices and organisational 

performance in the hospitality industry not being well understood (Schneider & Bowen, 

1993). 

In light of these issues, Kim and Oh (2004) identified that managers in the 

hospitality industry often made little effort to understand how competitive advantage 

could be achieved. In particular, they stated that there appeared little attempt to develop 

systematic approaches that may help them understand the sources of competitive 

advantage. Consequently, hospitality managers may have increasing challenges in 

developing new resources, implementing effective and efficient strategies, and attaining 

high market performance (Kim & Oh, 2004). As this industry contributes substantially 

to the Australian economy and given the nature of HRM in hotels, as identified by high 

levels of staff turnover in a relatively unstable labour market (Timo, 1999) and high 

levels of casual and contingent employment, further investigation into this field is vital. 

To date, research into understanding HRM practices in large hotels has been 

somewhat limited, with some examples coming from New Zealand (Haynes & Fryer, 

1999), Australia (Timo, 1999; Timo & Davidson, 2002; Knox, 2002) and the United 

Kingdom (Price, 1998; Harrington & Akehurst, 1996; Lucan, 1996; Hoque, 1999, 2000; 

McGunnigle & Jameson, 2000). Therefore, understanding this highly dynamic and 

industry unique labour market feature becomes more critical for efficient and effective 

HRM in the industry. 

The fact that employees are necessary, if not essential resources, to any business 

operation is a cornerstone of the ongoing discussion, debate and research in this field. 
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Therefore, there is little argument that research into better understanding the employee 

dynamic of HRM needs to continue, given the commercial, economic and industrial 

growth of both domestic and global markets and the associated demands this places on 

the management of human resources. 

As will be explained in more detail, this research will contribute to the HRM/ 

performance relationship within hotels using an exploratory case study approach. 

1.5.4. Conceptualising Human Resource Management 

The diversity in understanding HRM (which will be expanded on in Chapter 2) 

is shown in some long running juxtapositions such as the unitarist or pluralist 

approaches, the ‘hard’ or ‘soft’ perspectives of HRM and the best fit versus best 

practices debates. Such differences perhaps being highlighted by Legge’s (1995, 2005) 

considerations of HRM from its espoused rhetorical position to the operationally 

enacted reality of HRM within an organisation. It is now worth outlining the general 

nature of how HRM is considered in this thesis. 

Broadly, HRM is commonly involved with the variety of policies, practices and 

structures, organisations use for managing people and the choices organisations make as 

to how these elements are used in combination (Boxall & Purcell, 2003; Sission, 1990). 

The contemporary view of how these broad components of HRM are then potentially 

utilised often takes a strategic HRM (SHRM) focus where combinations of these 

policies, practices and structures are deployed into broader organisational strategy. The 

aim of this being to improve organisational effectiveness through the HRM function 

with the expected contributions flowing into improved organisational performance 

results and goals (Boselie, Dietz, & Boon, 2005; Delerey & Dotty, 1996; Wright & 

McMahon, 1992). 

Such a combination and deployment of HRM activities is often considered 

through the two dominant theoretical research frames of Contingency Theory and the 
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Resource Based View (RBV) (Paauwe & Boselie, 2005). HRM is then typically viewed 

by combining these two frames which encompass the way organisations consider their 

external environment and internal systems (Contingency Theory), together with how the 

internal resources of an organisations (from a HR perspective, its employees) are then 

used to add value to operations (RBV). 

While no one theory exists at this time to adequately explain HRM (Boselie, 

Dietz, & Boon, 2005; Guest, 1997; Paauwe & Boselie, 2005), these two theories are 

often used and combined in HRM research. The dominant use of these theories in the 

literature suggests that “... together, they reflect the central assumptions behind the 

(positive) conceptualisation of what HRM ‘is’ and ‘does’ ” (Boselie et al, 2005, p. 71). 

In addition to this general conceptualisation of HRM, used to guide this research, an 

understanding of ‘who’ is involved in HRM is also required. To accommodate this 

Ulrich’s (1997) Multiple-Role Model is used as a more specific point of reference in 

this research. His model, which will be explained in detail in Chapter 2, considers the 

HR department as operating within a frame of four principal roles: management of 

strategic human resources; management of firm infrastructure; management of 

employee contribution; management of transformation and change. Further, it 

incorporates in these roles the notion that ‘shared responsibility’ may exist in achieving 

the various role outcomes. 

1.6. Organisational Performance 

Like HRM, the theoretical foundation of performance within an organisational 

context is incomplete (Allen & Helms 2001; Guest, 1997; Neely, 1999; Stannack, 1996; 

Sonnentag & Frese, 2002) and continues to form part of the research focus in this area. 

Here the main elements of how performance is considered in this thesis are introduced. 
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Within the hotel industry performance measures are generally categorised under 

financial, market position and stakeholder measures (Huckestein & Duboff, 1999; 

Garrigos-Simon, Marques, & Narangajavana, 2005). Of these three categories, the 

financial measures contain the greatest array of data and remain the most broadly 

adopted. Examples of measures are return on investment (ROI), occupancy rates, and 

various profit indicators. However, given the exploratory nature of this study the 

conceptualisation of the construct of what constitutes performance measurement will be 

largely determined by the findings within each stage of the research. 

1.6.1. Conceptualising Performance – ‘Employee Performance’ 

In a review of literature the potential to focus the performance domain into 

employee performance was identified and will be considered in two ways. Firstly, 

employee performance and its measures are initially determined through the exploratory 

nature of the research within the cases investigated. The measures will be those put 

forward by the organisation both formally and informally. Secondly, when considering 

employee performance measures as they are identified, the Abilities, Motivations and 

Opportunities (AMO) theory (Campbell, McCloy, Oppler, & Sager, 1993) will be used 

as a reference point for their interpretation and categorisation. AMO theory, which is 

often cited in literature, attempts to conceptualise performance by considering an 

individual’s performance as a function of their Abilities, Motivations, and the 

Opportunities (AMO) which are needed for individuals to succeed in performing within 

their work environment (Boxall & Purcell, 2003). It is shown as a formula P = 

f(A,M,O). 

1.7. HRM Performance Relationship 

The previous sections have introduced the management function of HRM, 

together with the nature of performance. Here, the notion of a relationship between 
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HRM and performance, which has been an extensively debated topic over the last 

decade, especially in the United States (Boselie, Paauwe, & Richardson, 2003; 

Schneider, 1994, Tsai, 2002) is introduced; this is not surprising, given the limited 

theoretical foundation and understanding of both the HRM and performance 

components of this relationship, as was presented earlier. 

Research into the relationship between HRM and performance has considered 

areas such as HRM bundles (Boselie, Paauwe, & Richardson, 2003; Dyer & Reeves, 

1995; Ichniowski, Shaw, & Prennushi, 1997; MacDuffie, 1995; Schneider, 1994; Tsai, 

2002;), high performance HRM policies and practices (Delaney & Huselid, 1996; 

Huselid, 1995; Huselid et al., 1997; MacDuffie, 1995), the impact of HRM practices on 

performance (Chang & Chen, 2002; Mak & Akhtar, 2003), HRM linkages to 

performance (Guest, 1997; Guest, Michie, Conway & Sheehan, 2003; Harris, & 

Mongiello, 2001) and consideration of the individual employee (Guest, 2002) within the 

relationship. While this research has contributed to the extant literature, no study has 

yet clearly determined the relationship between HRM and performance, or for that 

matter, employee performance. It is at this point the current research begins and 

introduces the refinement in performance focus to employee performance. 

1.8. Justifying the Research 

In summary of the above overview, research in this field has been unable to 

establish a widely accepted theoretical or conceptual framework for what constitutes 

HRM or the nature of performance. Logically, therefore, it is understandable that trying 

to resolve the relationship between HRM and organisational performance has not been 

fully achieved. While some research has identified apparent ties between various 

combinations of HRM elements and a range of performance measures, no definitive 

outcomes which more completely explain the HRM performance relationship have been 

attained. This is in part due to a multiplicity of factors such as the nature of the 
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participants, the samples studied and the way in which performance has been measured, 

together with how data and information has been collected and analysed. 

Further, research has often attempted to draw causal connections between 

various HRM practices and performance measures (Guest, 1997; Guest, Michie, 

Conway & Sheehan, 2003; Harris, & Mongiello, 2001). While these practices and 

measures may be generally understandable within their own organisational or industry 

setting, the drawing of causal connections at best, often appears optimistic with 

uncertain outcomes. Practices and measures are often inherently distally removed from 

each other within complex organisational and social systems. However, they are, 

unfortunately, often presented as types of singularly distinct variables operating in 

linearly predictable cause and effect relationships, frequently viewed solely from a feed 

forward perspective. The simple outcome of these various issues is that the HRM 

performance relationship is still not fully understood. 

Dynamic environments of varying HRM views and practices, and the extent to 

which they impact on employee management and performance, present an extremely 

broad contextual framework to understand with a myriad of potentially related 

components. Clearly, to better explore the HRM performance relationship research 

needs to be more clearly focused. In an attempt to contribute to the research and clarify 

content within this domain, this research will focus particularly on the salience of HRM 

as relates to the nature of employee performance, posing the following question. 

1.9. Overarching Research Question 

The research asks the following overarching question: 

How does HRM contribute to employee performance? 

The question is generated from extant literature which often refers to ‘the black 

box’; ‘The black box’ representing that part of the system that intervenes and links the 

areas of HRM components with various employee and organisational performance 
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outcomes (Becker & Gerhart, 1996; Becker & Huselid, 1998; Becker, Huselid, & 

Ulrich, 2001; McMahan, Bell, & Virick, 1998; Dyer, & Shafer, 1999; Chadwick, & 

Capelli, 1999). Such outcomes will be explained in detail in the Chapter 2 review of 

literature. To focus this question, five research objectives have been developed. 

The objectives of the research are: 

1. To contribute to conceptualising HRM. 

2. To contribute to conceptualising employee performance. 

3. To develop a theoretical model which assists in explaining the HR function 

and employee performance relationship within an Australian hotel industry 

environment. 

4. To posit an explanation of the resolution to ‘the black box’. 

5. To posit an effective methodology within which to research allied 

phenomena. 

In order to explore the research question and achieve these research outcomes in 

this extremely confounding field of research, a highly adaptive and somewhat unique 

approach was adopted. This approach was made possible through the wide-ranging 

support of an industry partner allowing for deeper investigative analysis with little 

restriction on the nature of methods used. The flexibility in methods provided an ideal 

opportunity for a focused exploratory case study approach with sequentially related 

stages. In turn this approach allowed for a progressive adaptation to findings and 

adjustment to methods as the research developed. 

1.10. Approach to the Research 

The sample used for the study is introduced here. It identifies the scientific 

paradigm within which the research was developed, the research design and 

methodological approach. 
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1.10.1. Research Context - Sample 

The research examines three hotels within a MNC hotel chain in Australia, 

located in South East Queensland. The sample, determined in conjunction with the 

industry partner, provided a unique opportunity to explore the HRM/Employee 

Performance dynamic, within three ‘similar’ hotel operations. While Chapter 3 expands 

on the nature of this sample, no information which allows the identification of the MNC 

or the individual hotel properties can be made publicly available. This is due to legally 

contracted agreements with the industry partner. Pseudonyms are therefore used 

throughout the thesis. Further, as this thesis may be read by those not familiar with the 

organisational structure of a hotel, in particular as relates to this sample, a brief practical 

description of a hotel property is provided. 

Firstly, hotel properties as used within this research often operate as strategic 

business units (SBUs) within the broader organisational context. That is, each hotel 

functions somewhat autonomously with regard to their day to day operations. 

Properties within this sample, and through the general range of 3, 4, and 5 star hotel 

properties, consist commonly of the following departments: Front Office, Conference 

and Catering, Food and Beverage Service, Housekeeping, Sales and Marketing, and 

various support functions such as engineering, gardening etc. The most senior 

management position in a property is a General Manager (GM) ultimately responsible 

for all operations within the hotel. Within the major departments a variety of 

management positions such as Department Managers, Assistant Managers, Supervisors, 

and Team Leaders may exist. Properties commonly employ within a range of 150 to 

350 staff with a combination of full time, part time, and casual staff. 

Hotel property star ratings, which range from 1 star to 5 stars, primarily relate to 

services provided. 5 stars identifying the highest rating and the greatest level and variety 

of guest services, down to 1 star the lowest level. Examples of 5 star service include 24 
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hour room service, porterage and valet parking, with 1 star representing a very basic 

room without services. Star ratings may also attach to the location of a property and the 

guests that predominantly frequent that hotel. The range of guest markets that 

properties attract range from corporate/business guests, international, domestic, holiday, 

and resort. It is worth noting that while the general nature of a hotel property within the 

various categories and star ratings presents a sense of homogeneity between properties, 

in fact there is a great deal of heterogeneity displayed between properties. That is, there 

is a unique nature or ‘personality’ to individual properties which is due to a variety of 

characteristics such as their operation as SBUs, the influence of GMs, their location, and 

labour supply and demand to name but a few. 

1.10.2. Research Paradigm, Methodology and Methods 

The way in which this research was viewed and developed is encompassed 

within a pragmatic philosophy, incorporating both the worldview of the researcher and 

the practical requirements of an adaptive, and outcome orientated process. Such a view 

accommodates an overarching methodological approach that uses an exploratory case 

study research design using multiple cases (3 hotel properties) with embedded units of 

analysis in each case, namely General Managers, HR Managers, Department 

management, and Line staff. 

Exploration throughout the research stages was developed via an iterative 

approach. Such iterations allowed for flexible investigative techniques, using a mixture 

of methods and can generally be described as a ‘parallel mixed model study’ 

(Tashakkori & Teddlie, 1998). In this study, the ‘mixing’ takes place simultaneously, 

with each stage of the study using exploratory and confirmatory approaches, qualitative 

and quantitative data, with quantitative and qualitative methods of analysis. 
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1.11. Summary 

This chapter has introduced the background, nature, and structure of the research 

together with presenting the overarching research question and the guiding research 

objectives. In order to now more clearly understand these elements the following 

chapter presents a review of the relevant literature. 
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CHAPTER 2.0  

LITERATURE REVIEW 

2.1. Introduction 

The research was initially guided by the requirements of an Australian Research 

Council (ARC) grant, thus the general nature of the literature to be reviewed for this 

study was somewhat predetermined to investigate the ‘links’ between various aspects of 

organisational behaviour and business outcomes. During a preliminary exploratory 

review of the literature it was identified that a significant body of literature was 

developing around understanding the relationship between HRM and organisational 

performance; however this literature was as yet incomplete and unable to clearly explain 

the relationship. As a result, all participants to the grant agreed that the area presented 

an opportunity to meet the requirements of the grant, and contribute to the current 

research. 

The following review of literature initially orientates the reader to a broad 

overview of the domains of HRM and organisational performance. Its focus then 

develops to more specifically consider literature concerning the relationship between 

these two areas, in particular as relates to the hotel industry and employee performance. 

Outcomes and findings of the literature review which influenced the approach and 

conduct of the research are then presented, addressing such areas as research design, 

methodology and methods (Figure 2.1). 

It should be noted, that given the substantial nature of related literature in areas 

such as service management marketing, organisational behaviour, service management, 

organisational culture, service-profit chain, organisational psychology, leader member 

exchange, equity theories and organisational climate, to name a few, that this review 

retains a focus within the HRM performance literature, to stay with the scope of this 

research. Also, in line with the exploratory nature of the research it would be pre- 
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emptive to consider literature outside the immediate research literature frame. Possible 

research findings outside the HRM performance literature will be addressed as required. 

HRM  
Literature Overview 

Organisational  
Performance Literature  

Overview 

 
HRM/Performance  

Literature 

 
Hotel Industry  

HRM/Performance  
Literature 

 
Influences of the Literature on the  

Research 

 
Subsequent Literature  

Supporting the Research 

Figure 2-1 Chapter Structure 

2.2. Overview of HRM Literature 

Firstly, as there is no consensus on defining HRM and a plethora of views on 

what constitutes HRM, this section will present a variety of descriptions and 

perspectives from which to gain an understanding of HRM. This section will address 

this literature, with a final conceptualisation of HRM provided later in Section 2.7.3.1. 

Marciano (1995) presents a useful overview to the origins and development of HRM. 

Table 2.1 provides a summary of the developmental timeline identified by Marciano 

commencing in 1954 where the term ‘human resource’ was first mentioned by Drucker 

in 1954 and further contributed in 1958 by Bakke, who used the term ‘human resources 

function’. In the 1960s, steps toward understanding managing human resources began 

to be formalised and be described within various models. Later, Desantnick in the early 
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Table 2.1 

Timeline Overview to the Development of HRM 
Year Researchers & HRM Aspect 

(1954) Drucker, uses the term ‘human resource’ 

(1958) Bakke, describes the ‘human resources function’ 

(1964) Pigors, Myers & Malm ‘the management of human resources’ 

(1965) Miles, ‘human relations model’ ‘human resource model’ of management 
[Miles contributes the human resources model as a composite which he attributes to 
McGregor (1960) and Likert (1961)] 

(1972) Desantnick, “The human beings in an organisation are its most important resource” 

(1978) 

(1979)  

(1980) 

Equating HRM to Personnel Management 

Robbins, the discipline of ‘personnel’ “represents the study of an organization’s human 
resources and how their contribution to the organization’s goals can be most effectively 
attained” 

Peterson & Tracey, “human resource management, or personnel and industrial relations 
consists of ...” 

Henneman, Schwab, Fossum & Dyer, “Personnel/Human Resource Management P/HRM”

1980s HRM re-theorised 

 Resurfacing of Drucker’s (1954) and Bakke’s (1958) perspectives of HRM. 
Attempts to produce a general theory of HRM. 

 Theory building efforts focused on integrating HRM with strategic planning: 

(Tichy, Fombrun, & Devanna, 1982; Baird, Meshoulam, & deGive, 1983; Burack, 
1985; Dyer, 1983, 1984; Golden & Ramanujam, 1985; Odiorne, 1984; Smith; 1992) 

 Theorising, which integrates and synthesises organisational behaviour/development, 
labour relations, and personnel administration. The nature of management decisions 
and actions between organisations and employees. 

Identified 4 policy choices regarding: employee influence mechanisms; human resources 
flows in, through, and out of the organisation; reward systems; the work systems 
employed. 
Identified 4 HRM outcomes: commitment, competence, congruence, and cost 
effectiveness. (Beer, Spector, Lawrence, Mills & Walton, 1984) 

1994 - 
2001 

Academic literature published in this period: dual foci 
■ Micro level focus on traditional functional HR eg Selection, Compensation, Training, 

Performance Evaluation, Individual and Organisational Performance 

■ Macro level focus on strategic human resource management issues 
 

Table contents sourced and adapted from: 
Marciano, V. M. (1995). The origins and development of human resource management. Academy of 

Management Journal, 223-227. 

Hoobler, J. M., & Johnson, N. B. (2004). An analysis of current human resource management 
publications. Personnel Review, 33(5/6), 665-676. 

’70s was perhaps the first to identify ‘that human beings in an organisation were the 

most important resource’, a phrase commonly coined in many forms today. 
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The 1970s then saw a period where personnel management appeared to struggle 

with either accommodating or aligning itself to the developing school of HRM; with the 

1980s beginning to see HRM formalise its position with the development of theories. 

Two main theoretical platforms developed in this period, one which considered HRM as 

a strategic planning component of management within an organisation, and the other 

which saw HRM as being integrated and synthesised with the behaviour of employees 

within organisations. 

Since the 1980s the ongoing development of HRM may be considered broadly 

from a micro level view of HR functions and a macro level perspective of HRM 

(Hoobler & Johnson, 2004). The micro level focused on such areas as compensation, 

selection, performance evaluation, training and staff turnover; where as the macro level 

of HRM considered issues relating more to SHRM and related matters. 

In understanding this developmental line Marciano (1995) also identified the 

different societal experiences and dynamics involved with HRM. In North America 

HRM had originally developed within an applied academic environment, spreading to 

Great Britain where it was initially widely accepted at a managerial level within a broad 

industry context. Given this sequence of development it is perhaps not surprising that 

British academics were, and continue to be, less than accepting of the growing HRM 

phenomenon (Keenoy, 1999; Legge, 1995). 

Further, influencing these national contrasts were the differing industrial and 

academic views concerning employee / employer relationships. As HRM ‘originated’ 

in North America central to its form, and broadly speaking, was a unitarist view where 

employers and employees were considered to work together. This was opposed by the 

British view which was more pluralist and considered the competing nature of the 

employee/employer relationship (Keenoy, 1999; Legge, 1995). Such seemingly 

fundamental differences are often fiercely debated. 
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For some authors, there is little about the nature of HRM which would constitute 

a sound theory (Keenoy, 1999). Keenoy pragmatically defends this position by citing 

the “...continuing controversy, confusion and misapprehension surrounding the field 

with conceptual fragmentation, empirical incoherence and theoretical vacuity filled with 

inadequacies, ambiguities and seemingly contradictory forms” (p. 1). Keenoy viewed 

HRM as a fluid, multi-faceted and intrinsically ambiguous phenomenon. Although 

scathing of its theoretical development Keenoy does acknowledge its existence. 

Similarly, Legge (1995), considered that HRMs existence and development was 

possibly the result of changing and more competitive business and labour markets, 

rather than genuine long term strategic considerations. She presented the need to 

approach employment management activities from a critical analytical perspective, 

engaging the political-economic circumstances in which HRM operated; in contrast to 

her criticisms of the prescriptive and normative managerialist approach within the HRM 

field. Further, Legge believed that HRM had a limited implementation in the functions 

it espoused for business involvement. Interestingly, in her soon to be published 10 year 

anniversary book, Legge identifies that regardless of the debates, times have moved on 

and the debates concerning HRM have changed. 

Central to the current debates and research, Legge (2005) considers that there is 

a need to understand the relationship between HRM, business strategy and performance 

(often referred to as the ‘black box’); initially by conceptualising both HRM and 

business strategy, and then by determining how understanding the relationship between 

these areas can be achieved. Legge further identifies the challenges of how the myriad 

of models, perspectives, ideologies and views of HRM can be considered in relation to 

the new debates, also which methodologies will be needed to provide clarity and 

resolution to these matters. Legge considers the task ahead is to address these issues. 
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Hope-Hailey et al. (1997) concisely summarise this overview of the nature and 

development of HRM by identifying the 1970s as a time when the personnel function 

was often seen as a negotiator in collective bargaining and an administrator of policies 

and procedures. In contrast the 1980s organisations saw themselves as moving away 

from the bureaucracy of personnel management to the apparent flexibility and 

responsiveness of HRM. 

As can be seen from this developmental outline, understanding the nature of 

HRM from its genesis has consisted of a variety of contrasting and often opposing 

views, perspectives and considerations of researchers, practitioners and observers; with 

central features of these varying positions now introduced. [A comprehensive critique 

of these features is not presented as it would contradict the research approach which 

requires only a broadly considered view of the ill-defined theory in this area, allowing 

research findings to refined our understandings (Eisenhardt, 1989), further it would 

greatly inflate the literature review unnecessarily given this research position.] 

2.2.1. Unitarist and Pluralist Views 

Commonly used language within the field of HRM identifies the ideological 

positions of the unitarist and pluralist views of employment relationships (Worsfold, 

1999). The unitarist view considers organisations and their various stakeholders, 

particularly their employees, as having common purposes within the efficient and 

effective operations of the business. Such a view is often considered central to the 

position HRM has developed from. Contrastingly, the pluralist view is widely seen as 

identifying the diverse and varied nature of organisational stakeholders. Within this 

perspective the competing interests of groups result in conflicts between groups, and the 

need for negotiation and resolution. 
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Given these two broad ideological background positions of HRM it is perhaps 

not surprising that when we examine HRM from an operational managerial viewpoint 

diverse perspectives continue to present themselves. 

2.2.2. Hard and Soft HRM 

Literature concerning the hard and soft dichotomy of HRM has also become 

common place language within this field. Generally, the hard perspective is based on 

the managerial approach which focuses on the strategic use of human resources 

(utilitarian instrumentalism, Legge, 1995), while the soft approach considers the nature 

of employees as being involved participants (developmental humanism, Legge, 1995). 

Even more simply, the hard approach may be considered more task focused while the 

soft approach could be viewed as employee focused. 

Interestingly, Guest’s (1987) early views, which continue to resonate in the 

author’s subsequent research, do consider the notion that the hard and soft natures of 

HRM need not be mutually exclusive, and potentially could be seen as complementary. 

That is, the potential flexibility and value that the soft perspective of human resources 

presents could be accommodated in the strategic framework and processes (hard HRM) 

of an organisation to achieve advantage. Consideration of HRM (from whatever 

perspective), and its position in organisational strategy and operations, brings us to now 

consider how actual HR practices and processes are utilised within organisations. 

2.2.3. Best Practice Perspective and Fit Approaches 

The best practice perspective, and fit approaches, of HRM are also commonly 

used terms within the literature. Best practice is often associated with a universalistic 

view which considers that there is a universal set of HR best practices essential for 

contribution to organisational performance. Broadly, Hope-Hailey et al. (1997) 

considered that best practice approaches to HRM are primarily concerned with 
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outcomes. Khilji and Wang (2006) describe the approach as a set of universal HR ‘best 

practice’ that can be used to generate competitive advantage to organisations. A best 

practice approach generally comprises more than one best practice, and is sometimes 

referred to as high performance work systems or practices (HPWS, HPWP) ( Becker & 

Gerhart, 1996) representing a core of best practices. 

Generally described, HRM fit can be considered as horizontal and vertical 

within organisations (Delery & Doty, 1996). Horizontal fit identifies the more internal 

alignment of HR practices to achieving organisational objectives, while vertical fit 

identifies with a contingency view (as opposed to the universal view of best practice). 

Vertical fit refers to the alignment of HRM practices with organisational strategies 

considering the overall operational context of the organisation, often presenting as a 

more external focus. Of these two positions (best practice and fit) best practice appears 

to be the most commonly adopted (Gibb, 2001). 

In completing this section, which introduced the diverse nature of HRM and the 

tensions surrounding it, considerations of how to stabilise the image of the theoretically 

incomplete HRM model need to be addressed. Gibb’s (2000) review of the varying 

perspectives of HRM provides a useful summary from which to consider the variety of 

facets that HRM continues to present. Figure 2.2 identifies the two dimensions of the 

internal organisational and external general standards orientation, and the subjective and 

objective frameworks for identifying HRM effectiveness. From these two dimensions, 

four orientations of HRM are identified, namely, the internal and objective orientation, 

the external and objective orientation, the external and subjective orientation and the 

subjective and internal orientation. 

The internal and objective orientation is where the fit approaches to 

understanding HRM are considered. Here the approaches of the vertical and horizontal 

fit of HRM policies and practices with organisational strategy are found. When the 
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interpretations presents ongoing challenges to research in this field. As this section has 
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external position on this dimension considers objective factors, it is associated with best 

practice approaches which consider a universal set of standards often from an external 

industry specific perspective. 

When subjective factors are considered between the external and internal orientations, 

two other HRM orientations are identified. The external and subjective orientation 

identifies organisations which are considered HRM benchmark leaders in their fields 

with practices and standards which other organisations strive to achieve. The final 

orientation of HRM is seen within the internal and subjective domain. Here the 

orientation considers the input of managers and employees, potentially seen within the 

extreme soft version of HRM and is not commonly cited in the literature. However 

components of this perspective may be identified in the use of various employee voice 

mechanisms, such as employee surveys. That is, of course, if such mechanisms are in 

fact acted upon, rather than just becoming an institutionalised practice. 

Objective Factors 
 

Best Practice  
Models 

Fit with  
Business 

Benchmarking  
with ‘excellence’ 

Manager and staff 
views 

 
Subjective Factors 

Source: Gibb, S. (2000). Evaluating HRM effectiveness: The stereotype connection. 
Employee Relations, 22(1), 58-75. 

Figure 2-2 HRM Perspectives 

Clearly the diverse perspectives of ‘what HRM is and does’ and its various 
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concluded the overview of HRM literature an orientation of the organisational 

performance literature is now presented. 

2.3. Overview of Performance Literature 

This section presents an overview of the literature concerned with understanding 

performance in general, and in particular the measurement of employee performance in 

organisations, a final conceptualisation of which is presented in Section 2.7.3.2. It is 

appropriate to initially briefly discuss the relationship between the commonly cited 

practices of benchmarking, best practice and performance ‘management’ (not to be 

confused with performance ‘measurement’). Often these processes and their 

relationship to performance appear in performance management literature, however 

given the expansive nature of the specific thesis literature and the overall scope of the 

thesis, discussion of these processes will be limited. 

The benchmarking process is commonly and broadly described as the means of 

searching for and identifying the highest standards of practices, processes and measures 

of operations for an organisation whether they are identified as internal and/or external 

to that organisation (Becker & Gerhart, 1996). Benchmarks are then used as reference 

points for learning and adaptation within organisational systems and processes with a 

focus toward improving performance to either reach the desired benchmarks, or to raise 

and set new benchmarks. Within this dynamic process of benchmarking the actions 

taken which result in either meeting or exceeding benchmarks are commonly referred to 

as best practices. Understandably, the overall aim of the benchmarking and best 

practices approach is to continually strive for, and improve, performance outcomes. 

In order to achieve these outcomes the ongoing management of the best 

practices is needed, often being incorporated within the broader performance 

management process. Incorporated in this process are various elements involved in 

understanding organisational performance such as integrating the organisations 
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mission, vision, strategies and objectives, identifying desired outcomes, the 

establishment of performance standards, considerations of linking financial budgets etc 

to performance, training and development, employee evaluations and reviews, and 

reporting results (Becker & Gerhart, 1996). Now that these commonly used terms have 

been outlined literature relating specifically to performance ‘measurement’ will be 

presented. 

2.3.1. Performance Measurement, a History 

The measurement of performance within groups commenced in various forms 

from ancient times. However, from the perspective of more contemporary 

organisational forms, it probably commenced in the early 1900s (Neely, 1999) when 

managers began to deploy resources. In order to be able to measure the outcomes of the 

deployment of resources, a variety of aspects associated with understanding 

performance measurement need to be considered. 

Table 2.2 presents an array of broad considerations which need to be initially 

addressed prior to the establishment of actual performance measures. These measures 

will be expanded on in the following sections 2.3.2, 2.3.3, 2.3.4. Examples of these are 

being able to understand the potentially interrelated cause and effect relationships 

between measures, between departments, internal stakeholders and operational areas 

within organisations. In turn, considerations of various external stakeholders and 

economic factors, together with competitive environments become relevant. 

Compounding these aspects is the ability to understand the nature of how 

measures are determined, what actually constitutes relevant measures and how measures 

should be managed and utilised. Clearly when considering performance measurement 

within a dynamic environment the ability to define and adapt measures becomes 

challenging. While the history of measuring performance is evident the nature of 
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Table 2.2 

Initial Broad Considerations in Performance Measurement 
Authors Considerations in Performance Measurement 

Bredrup (1995) Critical to identify the cause-and-effect relationships 
between performance measures/metrices 

DeNisi (2000) Considered at varying levels: individual, group, various 
organisational levels, Across levels, between levels, bottom-
up and top-down 

Denton (2006) Intangible and subjective information needed to formulate 
measures 

Neely (1999) Individual to organisations: need to understand important 
factors, how to measure factors, which factors most 
appropriate, how to manage the system 

Griffin, Welsh, & 
Moorehead (1981) 

Referred to in contexts of: motivation, leader behaviour, 
task design, goal setting 

Keenerley & Neely 
(2002) 

Ongoing debates on ‘what should be measured’ and ‘how 
should it be measured’. 

Santos, Belton, & 
Howick (2002) 

Rapidly changing environments demanded adaptation and 
flexibility. Systems needed to accommodate 
interdependencies and trade-offs in performance 
measurement 

Sonnentag & Frese 
(2002) 

Difficulties in understanding the determinants and multi-
faceted/dimensional nature 

Stannack (1996) Blurred social construct, Ill- defined nature 
Tvorik & McGivern 
(1997) 

Two perspectives: Economic – external markets and 
competitive position, Organisational – considers 
behavioural and sociological paradigms 

Welbourne, Johnson, & 
Erez (1998) 

Litigious considerations of employee and job measures. 
Two dimensional: Measures composed of both work 
required & discretionary employee work behaviour. 

Williams (2002) ‘Hard’ measures: financial and non-financial. ‘Soft’ 
measures: concern for quality and employee attitudes. Need 
to accommodate internal & external stakeholders 

 

defining, conceptualising and successful operationalising workplace performance is still 

incomplete (Sonnentag & Frese, 2002), with related issues of what constitutes suitable 

performance reward mechanisms remaining unclear (Allen & Helms 2001). Further 

complicating performance measurement is the variety of ways individuals come to an 

understanding of what performance is and how it should be measured (Neely, 1999; 
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Stannack, 1996;), making it challenging to place performance measurement into an 

operational frame. 

2.3.2. Framing Regularly Used Performance Measures 

Given the previously mentioned initial considerations of performance 

measurement (PM) it is perhaps understandable there has been an historical focus on 

financial performance measures. Numerous authors (Banks & Wheelwright, 1979; 

Skinner, 1974; Goldratt & Cox, 1986; Hall, 1983; Schmenner, 1988; Turney & 

Anderson, 1989; Camp, 1989; Kaplan & Norton, 1992) cited by Neely (1999) together 

with Santos, Belton, and Howick (2002) and Kennerley and Neely (2002), criticise an 

overuse of financial measures because they encourage a short term approach, lack 

strategic focus, encourage localised optimisation of resources, focus on variances from 

standard rather than considerations on improvement, and fail to consider various 

customer needs and competitor performance. Many of these measures being considered 

redundant and unnecessary, disjointed from overall operational performance and often 

poorly defined. 

The need to re-evaluate performance measurement commenced (in the mid 

1990s) when organisations experienced, and became immersed in, highly dynamic 

operational and competitive environments with the very nature of work changing 

dramatically (Neely, 1999; Santos, Belton, & Howick, 2002; Sonnentag & Frese, 2002). 

Such changes occurred through increasing market competition and changing 

organisational roles, both internally and externally, within a context of continuing 

information and technological advances. Further, with organisations developing a focus 

on competitive organisational practices and specific improvement initiatives, which are 

often acknowledged with national and international awards (not to mention with market 

success), the impetus to measure performance has continued to gain momentum. 

Performance is now often able to be measured comparatively at national, industry, 
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company and product/service levels (Allen & Helms, 2001). Allen and Helms (2001) 

compressed this diversity of factors influencing performance by defining business 

performance as the total of the economic results of the activities undertaken by an 

organisation. 

Furthermore, Allen and Helms (2001) also recognised, like many other authors, 

that a variety of both financial and non-financial measures contribute to measuring 

success in organisations together with how effective, efficient and adaptable the 

measures are. They identify typical financial measures used which include sales, profit, 

cash flow, turnover, return on investment, growth return on capital, and inventory 

turnover with examples of non-financial measures including innovation and market 

standing. 

Denton (2006) also presents a useful range of commonly identified production 

and service performance measures which are used across various industries. Such 

measures are often financial based, or able to be financially measured and include cost 

measures, cost relative to your competition, total production cost, direct labour, indirect 

labour, labour, productivity, efficiency, employee turnover, inventories, percentage 

increase in inventory turnover, scrap and rework cost, design cost, research and 

development expenditures, perceived quality, quality relative to competition, and 

product reliability. Examples of behavioural measures are also identified by Sinclair 

and Zairi (1995) in the services industry, where service quality, teamwork, process 

quality, employee development, and customer surveys are important measures. 

While these measures do not provide an exhaustive list, as it would appear an 

exhaustive list is in fact inexhaustible. Such lists do provide a suitable foundation from 

which to position performance measurement in general and to be able to also consider 

the dynamic nature of performance. Clearly, determining the nature of what should be 
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measured in order to understand the performance of an organisation presents a variety 

of issues, not the least of which is the performance system/s they form part of. 

2.3.3. Outlining Commonly Cited PM Systems and Approaches 

Sousa, Carpinetti, Groesbeck, and Van Aken (2005) considered that the most 

widely recognised performance measurement frameworks to date have been the 

balanced scorecard (Kaplan & Norton, 1996), the performance prism (Neely, Adams, & 

Crow, 2001), the dynamic performance measurement system model (Bititci, Turner, & 

Begemann, 2000), and the SMART performance pyramid (McNaire, Lynch, & Cross, 

1990). A useful review of PM systems, which is presented to show the complexity and 

diversity of literature, is provided in Pun and White’s (2005) paper which reviewed ten 

commonly identified performance measurement systems (see Table 2.3 which adds two 

more systems, the PP and PMM systems not identified by Pun and White, yet 

considered relevant in the literature). In considering these systems they sought to 

understand how strategy formulation in business could better incorporate performance 

measurement. 

In particular, performance measurement should not solely focus on lagging 

financial indicators, but should be more integrated, often considering other internal and 

external components affecting organisational operations (Pun & White, 2005). 

Combined within this was the need to more carefully consider the various potential 

interrelationships between measures together with understanding the importance and 

contribution of non-cost/financial measures. Measures were considered as needing to 

be integrated and aligned with an organisation’s strategies, vertically from senior 

management and horizontally across the various operational areas, also providing lead 

indicators within a more holistic overall performance framework. 

Pun and White (2005) used a typology (not able to be incorporated into Table 

2.3 due to the matrix structure of the typology) developed by Hudson, Smart, and 
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Table 2.3 

Summary of Widely Recognised Performance Measurement Systems 

Acronym PM systems and approaches General Features 
SMART Strategic Measurement Analysis and 

Reporting Technique 
(Lynch & Cross, 1991; McNaire, Lynch, 
& Cross, 1990) 

4 Level Performance Pyramid (Corporate, SBU, 
Business Operations, & Dept levels) 
Links strategy and operations through the levels; 
User-centred approach. 

PMQ Performance Measurement
Questionnaire 
(Dixon, Nanni, & Vollmann, 1990) 

4 Part Questionnaire (General Data, Competitive 
Priorities, Performance Factors, Personal 
Performance Measures) 
Analyses alignment, congruence, consensus, & 
confusion of PM system. 

R&DM Results and Determinants Matrix 
(Fitzgerald, Johnson, Brignall, Silvestro, 
& Voss, 1991; Fitzgerald & Moon, 1996) 

2 Broad PM Categories (End Results & 
Determinants of Results) Competitive & Financial 
measures; Determinants in 4 categories – quality of 
service, flexibility, resource utilisation, and 
innovation.

BSC The Balanced Scorecard 
(Kaplan & Norton, 1992, 1996, 2000) 

4 Perspectives (Financial, Customer, Internal 
Process, Innovation & Learning). Uses strategic, 
operational & financial measures. Align corporate 
values with – operational, customer, shareholder, & 
employee issue. 

CBS Comparative Business Scorecard 
(Kanji, 1998; Kanji & Moura, 2002) 

4 Perspectives (Delight Stakeholders, 
Organisational Learning, Process Excellence, 
Stakeholder Value). A cycle of continuous 
improvement. 

CPMP Cambridge Performance Measurement 
Process 
(Neely, Mills, Gregory, Richards, Platts, 
& Bourne, 1996; Neely, Mills, Platts, 
Richards, Gregory, Bourne, & 
Kennerley, 2000) 

3 Phases (Design of Performance Measures, 
Implementation of Performance Measures, Use of 
Performance Measures). Measures designed from 
strategy with measurement info & feedback used to 
challenge & test strategy. 

CPMS Consistent Performance Measurement 
Systems 
(Flapper, Fortuin, & Stoop, 1996) 

3 Steps (Defining Performance Indicators, 
Defining Relationships between PIs, Setting Target 
Values for PIs). 3 Dimensions of PI type of 
decision, aggregation of decision, type of 
measurement unit. New types of PI – financial v 
nonfinancial; global v local; inter v local; org 
hierarchy; area of application. 

IPMS Integrated Performance Measurement 
System 
(Britic, Carrie, & McDevitt, 1997; Britic, 
Carrie, McDevitt, & Turner, 1998; 
Britic, Carrie, & Turner, 1998) 

Reference Model – PM seen as a closed loop 
control system. 5 interacting & coordinating 
systems (Operational Unit, Local Management 
Unit; Tactical Management System; 
Developmental System; Corporate Priorities). 

DPMS Dynamic Performance Measurement 
System 
(Britic, Turner, & Begemann, 2000) 

Using IT platform. Includes Systems of External 
Monitoring; Internal Monitoring; Review; Internal 
Deployment.

IPMF Integrated Performance Measurement 
Framework 
(Medori, 1998; Medori & Steeple, 2000) 

6 Stage Plan - financial & non-financial measures 
(Company Success Factors; Performance 
Measurement Grid; Select Measures; Audit; 
Implement Measures; Periodic Maintenance) 

PP The Performance Prism 
(Neely, Adams, & Crowe, 2001) 

5 Interrelated Facets (Stakeholder Satisfaction; 
Strategies; Processes; Capabilities; Stakeholder 
Contributions). Stakeholder focused – strategies, 
processes & capabilities driven. 

PMM Performance Measurement Matrix 
(Keegan, Eiler, & Jones, 1989) 

Hierarchical & Cross Functional PMs (Include: 
Non-cost & Cost; Internal & External; measures)  

Updated & adapted from: Pun, K. F., & White, A.S. (2005). A performance measurement paradigm for 
integrating strategy formulation: A review of systems and frameworks. International Journal of 
Management Reviews, 7(1), 49-71. 
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Bourne (2001) which allowed for performance measurement approaches to be 

compared. The three criteria of the typology identify: what a PM system should 

measure, the nature of how PM measures are determined and used, and the elements of 

how a PM development process is established. Interestingly, yet perhaps 

understandably, when comparing the various PM systems they found a common 

component of performance measurement related to individual/employee performance 

outcomes. 

2.3.4. Human Components of PM 

Regardless of the challenges in understanding PM in organisations, a central 

requirement necessary for the achievement of performance outcomes is the involvement 

of employees. It is at this point where the research focus moves from an overview of 

organisational performance and performance in general, to focus on employee 

performance (later conceptualised in Section 2.7.3.2) the domain of the overarching 

research question. Sonnentag and Frese (2002) sum up the need for high performing 

individuals in an organisation as they are required to meet organisational goals, to 

produce and deliver products and services, and to potentially achieve competitive 

advantage through their efforts. As well they also consider performance important for 

individuals as a source of satisfaction, dissatisfaction and failure, a means of achieving 

rewards, career development and success. 

Table 2.4 outlines the variety of components which become relevant when 

considering employee performance and its measurement. Even within this selection of 

authors the immense variety of considerations relating to the human component is 

immediately evident. In summary, it would seem that the unique nature of an 

individual, as an employee, is reflected in the variety of views and perspectives with 

which their performance can be framed and measured. 
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Table 2.4 

Human Components of Performance Measurement 
Authors Employee Performance Measurement 

Blanchard & 
Onton (1995) 

Communication most important component of performance 
context, providing the potential to facilitate task achievement 

Buckingham & 
Coffman (1999) 

Human component of performance: 3 types of employee talent – 
Striving Talent, Thinking Talent, Relating Talent 

Sonnentag & 
Frese (2002) 

Three perspectives: Individual differences perspective, Situational 
perspective, Performance regulation perspective 

Stannack (1996) Three core issues: motivation/desire, capacity, context 
Performance measurement as dynamic: 3 Levels – Measurement 
of inputs and efforts; Measurement of outputs of task completion; 
Process used by employees with input-efforts and output-results. 

Stolovitch & 
Keeps (1992) 

Factors influencing performance: compensation and incentives, 
job aids and procedures, skills and knowledge, tools and 
technology required for the job, work design, authority to perform, 
the physical environment, dependability of the employee, job 
performance appraisals, employee appraisal, employee to manager 
relationship, means of rating employee performance, co-worker 
dynamics, ethnic mix, group norms, personality styles, employee 
characteristics, personality traits, changes in industries and 
business environments, workers expectations of jobs, 
organisational makeup and culture, management accountability, 
communication and expectations, business environment. Achieved 
through: a conduit of open and effective two-way communication  

Interestingly a review of the literature in work and organisational psychological 

research since the 1980s (Sonnentag & Frese, 2002) identified that 55% of the studies 

concerned with individual level performance viewed it as both a core construct and an 

outcome measure. The notion of performance as a construct and outcome measure 

provides a useful summary to this section (Table 2.5) and presents an overview of 

considerations when conceptualising employee performance. Firstly, performance is 

conceptualised along a dimension of the actions and behaviours of employees through 

to the outcomes which result from those actions; in short, the activities and outcomes of 

employees. 
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Table 2.5 

Considerations in Conceptualising Employee Performance 

Action/Behaviour Aspect  
What an individual does in their work  

activities. 

Outcome Aspect  
Consequence or result of the  

action/behaviour. 

Dimensions of Performance
Task Performance 

- An individual’s proficiency in 
activities which contribute to the 
organisations technical core. 

- Relates to an employees abilities and 
skills. 

(eg ‘Direct’ tasks such as work process 
& ‘Indirect’ tasks such as managing) 

Contextual Performance  
- Activities which support an organisations  

social and psychological environment. 

- Relates more to the personality and  
associated factors of employees. 

3 Basic Differentiating Assumptions 

 

Task 
- Activities vary between 
jobs - Related to ability 
- Prescribed & constitute in-role 

behaviour 

Context
- Activities similar across jobs 
- Relate more to personality & motivation 
- More discretionary & extra-role 

 

Source: Adapted from Sonnentag, S., & Frese, M. (2002). Performance concepts and performance 
theory. In S. Sonnentag, Psychological management of individual performance. West Sussex: 
John Wiley & Sons Ltd. 

Within a work environment employee performance may be considered as tasks, 

central to an organisation’s activities, which are generated through the abilities and 

skills of the employee. Tasks in turn may be a part of an employee’s work with 

immediate and direct outcomes or it may be part of a process which initially is 

indirectly related to outcomes. As these tasks are often performed within a dynamic 

work environment with other employees, the need to consider contextual dimensions of 

performance becomes relevant. 

Contextual performance is seen to incorporate activities which encompass the 

social and interpersonal aspects of employee performance. Such aspects are associated 

with the nature of individuals within organisations and the personal dynamics this 
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entails. Thus a multi-dimensional view of employee performance, from task to context, 

is further defined with some basic assumptions. Within the task dimension it is 

understandable that activities will vary between jobs, will relate to personal ability, and 

are prescribed within the job position. In contrast, within the context dimension, 

activities are often similar across jobs, are related to individual personality and 

motivations, and are more left up to an individual and outside the normal job role. 

Again, these two research domains are open to varying interpretations and 

perspectives, similarly presented within the overview discussion of HRM. 

Understandably, such uncertainties and complexities within the HRM and performance 

domains have contributed to a lack of clarity in determining the specific relationship 

between HRM and performance. 

2.4. The HRM Performance Relationship 

A review of the literature which considers the HRM performance relationship, 

focused on the hotel industry, is now presented. 

The relationship between HRM and firm performance has been an extensively 

debated topic over the last decade, especially in the United States (Boselie, Paauwe, & 

Richardson, 2003; Tsai, 2002). Further the relationship between specific ‘bundles’ of 

HRM policies and practices and organisational performance has not been well 

understood. Such a lack of understanding may be partly due to the traditional focus of 

HRM on quantifiable outcomes not directly related to service (addressed further in 

Section 2.5.1 and its subsections), such as labour turnover, absenteeism, accident rates, 

and productivity (Schneider, 1994). Tsai (2002) also identified the widespread 

discussion of the impact of HRM on organisational performance stating that 

organisations have increasingly recognised the importance of adopting HRM practices 

that facilitate the best management and development of their employees. 
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This area has developed over the past decade with a number of studies reporting 

a positive relationship between high commitment or high performance HRM policies 

and practices and organisational performance (Delaney & Huselid, 1996; Huselid, 1995; 

Huselid et al., 1997; MacDuffie, 1995). More recently, attention has focused on the 

ability of internally consistent and synergistic HRM ‘bundles’ or systems to create a 

source of sustained competitive advantage, especially when aligned with organisational 

strategies (Dyer & Reeves, 1995; Ichniowski, Shaw, & Prennushi, 1997; MacDuffie, 

1995). 

Other outcomes, includeing empirical research, summarised and classified in the 

work of Delery (1998), Guest (1997), and Boselie et al. (2003), suggest that HRM has a 

significant impact on the competitive advantage of organisations. A recent study by 

Chang and Chen (2002) typifies the complex nature of relationships in this field. The 

authors found that HRM practices such as training and development, teamwork, 

benefits, human resource planning and performance appraisals had a significant effect 

on employee productivity. Moreover that employee benefits and human resource 

planning were negatively related to employee turnover. Further, the study showed that 

competitive strategies, such as cost and differentiation strategies, revealed moderating 

effects on the relationship between HRM practices and firm performance. 

Such complexity is also identified by Mak and Akhtar’s (2003) study which 

attempted to understand the relationship between HRM and business outcomes. They 

examined the relationships of HRM practices with strategic orientations of organisations 

and their financial performance. The HRM practices included job description, internal 

career opportunity, job security, profit sharing, training, and performance appraisals. 

Strategic orientations comprised cost, quality and innovation. Results of the study 

indicated that only job description and profit sharing correlated positively and 

significantly with the company performance across both managerial and non-managerial 
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employees. Except for internal career opportunity, other HRM practices were 

associated with one or more strategic orientations. The results favoured a mixed 

approach to the adoption of HRM based on both strategic orientations and company 

performance. 

Various studies have identified that the development of theory has not matched 

the encouraging empirical results, and importantly that these attempts to statistically 

demonstrate the effects of HRM have left the exact nature of the relationship between 

particular bundles and organisational performance unclear (Dyer & Reeves, 1995; 

Guest, 1997). The linkages between HRM, the intervening variables (commonly held in 

the HRM literature to be employee attitudes and individual and group behaviour) and 

organisational performance have been neglected in the empirical studies (Guest, 1997). 

Difficulties in attempting to understand the causal relationships between HRM 

practices and performance outcomes were further considered by Guest et al. (2003). In 

an examination of the relationship between HRM and performance in 366 UK 

companies they used objective and subjective performance measures and cross-sectional 

and longitudinal data. Objective measures of performance were found to be of greater 

use in HRM and were associated with lower labour turnover and higher profit per 

employee but not higher productivity. However after controlling for previous years’ 

performance, the association ceased to be significant. Using subjective performance 

estimates, they identified a strong association between HRM and both productivity and 

financial performance. Although their study confirmed the association between HRM 

and performance, it failed to show that HRM caused higher performance. This further 

supports the need to better understand the dynamic environment of relationships 

involved in employee and organisational performance. 

Another study by Guest (2002) may assist in identifying a complex issue at the 

centre of this field of research, that of understanding and building the worker into the 
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analysis of HRM. Guest believed that this could be done by incorporating worker 

attitudes and behaviour in the study of the HRM-performance relationships, and by 

paying serious attention to the association between HRM and worker-related outcomes. 

Evidence was presented that worker attitudes and behaviour mediate the HRM-

performance relationship and that certain HR practices are associated with higher work 

and life satisfaction. It appears that the difficulties experienced in understanding this 

area, may in some part, be as complex as the essence of understanding human behaviour 

itself. 

In summary, numerous studies such as Khilji and Wang’s (2006), identified 

mixed results and inconclusive findings on the HR performance relationship with some 

implications that HRM leads to improved organisational performance, while various 

other studies yielded small and insignificant results (Becker & Gerhart, 1996; Delery & 

Doty, 1996; Guerrero & Barraud-Didier, 2004; Huselid, 1995). This inability to clearly 

focus and view the relationship is commonly referred to as ‘the black box’. 

2.4.1. Introducing ‘The Black Box’ 

A study by Paul and Anantharaman (2003) provides a useful starting point from 

which to consider the relationship between HRM practices and firm performance (‘the 

black box’), and a synthesis of much of the literature to date (Figure 2.3). Their 

research, based on a study of Indian software companies, attempted to develop and test 

a causal model linking HRM with organizational performance through an intervening 

process. The study found that no one single HRM practice had a direct causal 

connection with organisational financial performance. At the same time each and every 

HRM practice under study had an indirect influence on the operational and financial 

performance of the organisation. Further, HRM practices such as training, job design, 

compensation and incentives, directly affected the operational performance parameter, 

viz., employee retention, employee productivity, product quality, speed of delivery and 
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operating cost. While they acknowledge that researchers in SHRM have established a 

relationship between HRM practices and organisational performance, they consider that 

the intervening processes connecting HRM systems and organisational performance 

remains largely unexplored. 

Paul and Anantharaman (2003) believed that despite the HRM-performance 

connection having been proved, the exact linkage process remained a ‘black box’ yet to 

Source: Paul, A. K., & Anantharaman, R. N. (2003). Impact of people management practices on organizational performance:  

Analysis of a causal model. International Journal of Human Resource Management, 14(7), 1246-1266. 

Figure 2-3 Impact of People Management Practices: Hypothesized HRM- 

Performance Linkage Model 

be unlocked for a breakthrough in HRM research (Becker & Gerhart, 1996; Becker & 

Huselid, 1998; McMahan et al., 1998); the direct link between HRM practices and 

organisational financial performance having always been a matter of concern in HRM 

research. Interestingly, critics in SHRM are of the view that the causal linkage has to be 

established between HRM practices and more proximal HR outcomes rather than 

operational and financial performance (Dyer & Reeves, 1995; Becker & Gerhart, 1996; 

Delery, 1998). 
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Delery (1998) stated that higher-level outcomes, viz. operational performance 

and financial performance, are influenced by an increasing complexity of other factors. 

While attempting to establish a direct relationship between HRM practices and 

organisational performance parameters, there could be a possibility of ignoring all 

practices that did not have a direct connection with organisational performance (Paul & 

Anantharaman, 2003). These authors consider that “...even in the absence of direct 

relationship, there might be some practices that significantly contribute to organisational 

success through intervening process. This demands the identification of the intervening 

process that links HRM practices with organisational performance” (p.1247). 

Paul and Anantharaman (2003) suggest that further research should focus on 

generating and testing new models to arrive at more reliable causal linkages in various 

industry settings; stating that even though there might not be a direct causal relation 

with organisational performance, different HR practices might indirectly influence 

organisational success. It was considered that to ignore other processes on your way to 

establish relationships between HRM practices and performance parameters might 

result in arriving at false conclusions. 

Further, Paul and Anantharaman (2003) believed that new models need to be 

tested to better understand the cause and effect relationships between the various HRM 

practices and their relationship to more immediate employee performance outcomes. 

The research implied that such relationships, in turn, affect other performance linkages 

within the system. 

Interestingly, Paul and Anantharaman identify both the balanced scorecard 

(Kaplan & Norton, 1992, 1996) and the Eastman Kodak business model (Yeung & 

Berman, 1997) as approaches which might assist in identifying the intervening variables 

in the relationship between HRM practices and the measurement of performance 

outcomes. They note that the balanced scorecard defined what a business should focus 
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on or what it takes for a company to succeed, with a strategic HR framework using 

specific tools and paths to attain business goals. The Eastman Kodak model, they 

believe, can complement the balanced scorecard framework by focusing on the 

expectations of three stakeholders: shareholders, customers, and employees. 

Not surprisingly the complex nature of understanding the HRM and performance 

domains is projected into understanding the relationship between them and the 

associated uncertainties which are characterised as ‘the black box’. Therefore in line 

with the research direction, and in order to ‘shed light into the black box’, a review of 

literature of HRM, performance and their relationship in the hotel industry is now 

presented. 

2.5. HRM and Performance Measurement in the Hotel Industry 

To introduce this section a discussion of how HR departments, who are often 

seen as administers of ‘all things HRM’, are considered within organisations is 

presented. Cho, Woods, Jang, and Erdem (2006) when introducing their research, 

identify an issue central to understanding the impact of HRM on various measures of 

organisational performance; that is, HR departments in hospitality companies are often 

seen as being a cost centre. Such a view of HR departments frequently presents, 

because it is unclear to see the results of employee management practices and it is 

difficult to measure outcomes of HRM efforts. Often, human resource outcomes are 

generally measured with intangible factors, such as employee satisfaction, customer 

satisfaction, and customer complaints. Thus, results of these measurements are often 

too blurred to see how they impact on the bottom line; another reason why this research 

is particularly interested in clarifying the HRM employee performance relationship. 
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2.5.1. Hotel Industry HRM 

A useful orientation toward HRM within the hotel industry is presented in a 

review of the literature by Lucas and Deery (2004) who found that of 100 papers 

concerned with HRM, in five leading hospitality journals between 2002 and 2003, the 

hospitality HR research ‘mirrored’ that of mainstream HR research. As with broader 

HR research much of the content focused on the HRM performance relationship and the 

still to be established link. What was found was that organisations were still struggling 

to determine whether best practice methods or the more contingent approaches such as 

best fit and HR bundles of practices had a more positive contribution to the bottom line. 

Lucas and Deery (2004) also identified the contrast between the utilisation of the 

‘hard’ cost driven approaches to HRM and the need to consider the use of ‘soft’ 

employee centred approaches. These and other authors also noted the significance of 

employees seeking a positive experience at work, with good relationships between 

supervisors, co-workers and peers, and to be treated and rewarded fairly (Connolly & 

McGing, 2007). An implication from this being an expectation of employers to ensure 

HR issues are integrated into the organisations operations as an important part of 

strategy and people management (McPhail, Herington, & Guilding, 2008; Tracey & 

Nathan, 2002). From their review of the literature they considered that HR theory 

needed to be developed which was more industry relevant and useful. 

Encouragingly though for the hospitality industry, a study by Boselie, Paauwe, 

and Richardson (2003) identified that empirical results suggested that the effect of HRM 

is lower in highly institutionalised sectors such as hospitals and local government than 

in a less institutionalised sector like hotels. Hotels did however provide an ongoing 

challenge relating to their industry context. Often only considered a service industry 

hotels perform diverse functions, providing products and services to both external and 
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internal customers and other stakeholders, with a challenge to determine a range of 

compatible performance measures (Harris, & Mongiello, 2001). 

Literature reviewed by Worsfold (1999) focused on the extent to which HRM 

was adopted in service industries, in particular as related to the hotel and catering 

industry. It was acknowledged that HRM had developed largely in the manufacturing 

sector, with much of the literature still reflecting that beginning. Worsfold found that 

the literature reviewed for the most part identified attention to the poor uptake of HRM 

in the majority of hotels. Where firms had adopted HR practices they appeared to have 

been carried out in a rather ad hoc manner and with little evidence of any form of 

integration with business strategy. 

Further findings, (Worsfold, 1999), identified that where HRM was established 

it could be of benefit in terms of improving company performance, with a rather 

tenuous empirical link between HRM and performance, established through employee 

commitment and service quality. The connection was, however, by no means robust, 

with a need for research that focused on larger establishments in the retail and financial 

services industry to be undertaken. Again, the ill defined nature of HRM was noted 

within this research. 

While the nature of understanding HRM within the hotel industry presents as 

highly variable and loosely structured, as with other industries, the focus the industry 

has on measuring performance is, however, well established. 

2.5.2. Hotel Industry Performance Measurement (PM) 

Outlined here is the literature review of PM and how it is considered in the hotel 

industry. Authors cited in this section provide a representative sample of the general 

nature of the literature in this area. 

Table 2.6 identifies various authors and their assessment of how the hotel  

industry measures performance, identifying three PM categories of financial measures, 
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market position measures and stakeholder measures. Interestingly, and not surprisingly, 

Performance Measures (PMs) were cited by all authors in the financial category. 

Common industry measures, often listed under the one title of financial measures, were 

return on investment (ROI), revenue per available room (RevPAR), occupancy rates, 

sales and turnover figures, return on capital employed (ROCE) and a mixture of 

profit/earnings ratio calculations. Clearly, and not unique to this industry, all authors 

identified a financial focus of PM with some also presenting other measurements in the 

categories of market position and stakeholder measures. 

Garrigos-Simon, Marques, and Narangajavana (2005) also identified 

measurements of competitive position such as new product success rates and market 

share, together with stakeholder satisfaction measures from customers and employees. 

Similarly Harris and Mongiello (2001), while researching key performance indicators in 

European hotel properties, also identified non-financial measures considered important 

by GMs, such as mystery guest results, employee opinion surveys, training and 

development and guest satisfaction. 

While researching critical success factors (CSFs) and critical performance 

indicators (CPIs) in the UK, Brotherton (2004) identified performance measures, 

associated with CPIs which fell within the categories of human and technical, or what 

he considered often represented ‘soft’ and ‘hard’. In the human category an extremely 

heavy dependence was placed upon the customer providing either confirmatory or 

disconfirmatory post consumption feedback by way of various customer surveys. While 

in the technical category measures were more clearly defined, and qualitative in nature, 

for example: business volumes, market penetration, gross profit margins and occupancy 

rates. Again this research shows the variety of perspectives in understanding 

performance measurement and the need to investigate hotel operations in more detail. 
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A study by Huckestein and Duboff (1999) into Hilton Hotels contributes to an 

understanding of hotel performance measurement. They identify that Hilton used eight 

measures to provide a balanced scorecard approach. Measures included current 

business items, and future performance measures, incorporating measures using both lag 

and lead indicators, and not solely relying on lag financial measures. Hilton's 

performance measures are identified under the four value drivers of revenue 

maximisation, and operational effectiveness, together with value proposition and brand 

management drivers. 

Prior to completing this section it is timely to expand further on a commonly 

occurring measure within the industry, that of service delivery. 

2.5.2.1. Customer Service Measurement 

As an introduction to this section it should be noted that to address the vast array 

and integrated nature of ‘service’ literature is beyond the scope of this research. Rather 

the immediate nature of service within the HRM context retains the research focus. 

Sigala, Jones, Lockwood and Ayer’s (2005) research into understanding the nature of 

productivity within the hotel industry examined the ill defined nature of performance, 

and provided an insight into the difficulties of understanding and measuring 

performance as it particularly relates to service. They considered that measuring the 

various components of productivity is particularly difficult in the hospitality industry 

because central to this industry (although not the sole domain of) is the delivery of 

services to guests and customers. The problem is that the quality of services can be 

difficult to determine because of their intangible nature, their simultaneous production 

and consumption, their perishability and heterogeneity, and the numerous and varied 

perceptions of customers towards the service experience. 

The need to measure customers’ views of the service experience was recognised 

with the development of a widely used service quality (SERVQUAL) instrument 
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(Zeithaml, Parasuraman, & Berry, 1990). By outlining the nature of this instrument 

further evidence of the importance and complex nature of PM as a key hospitality 

function is provided. It is comprised of the five dimensions of intangibles, reliability, 

responsiveness, assurance, and empathy, with a total of 22 questions. The instrument is 

administered to customers twice, once to indicate their minimum and desired levels of 

service for each question, and once to indicate their perception of the service level 

delivered by the service provider. 

The scoring of each question is then based on the comparison of the delivery 

score with the expectations of the customer. The five dimensions are also ranked by the 

customer in terms of how important they perceive each dimension to be for the 

particular service performed. Scores from the 22 questions are then weighted according 

to the importance the customer attaches to each dimension. A manager questionnaire 

which utilises the same 22 statements is also completed to test whether or not managers 

know what their customers’ expectations are. Gaps identified between service 

experienced, and service expected, within the five dimensions can then be identified and 

used diagnostically when considering operational procedures. A relatively recent 

variation of this instrument presents a consistent theme and further reinforces the focus 

on service quality measurement in the industry. 

The lodging quality index (LQI) developed by Getty and Getty (2003) was 

specifically designed for the lodging industry and also identified five service 

dimensions, namely tangibility, reliability, responsiveness, confidence, communication. 

The LQI replacing intangibility, assurance and empathy (from the SERVQUAL scale) 

with dimensions of tangibility, confidence and communication. The index is comprised 

of 26 items in total. Tangibility includes items such as the ‘front desk was visually 



52 

Table 2.6 

Summary of Hotel Performance Measures 

Authors Phillips (1999a) Haktanir & 
Harris (2005) 

Garrigos-Simon, Marques, & 
Narangajavana (2005) 

Huckestein & 
Duboff (1999) 

Harris & 
Mongiello (2001) 

Brotherton 

(2004) 

Phillips 
(1999b) 

Financial  
Measures 

Return on 
investment 
(ROI), 
occupancy rates, 
profit indicators 

Emphasis on 
financial 

measures 

Profitability measures: 
average economic profitability 
e.g. return on assets, average 
financial profitability, ROI, 
average growth in sales 

Revenue Maximisation: 
Revenue per available room 
(RevPAR) 

Operational Effectiveness: 
earnings before interest, 
taxes, depreciation, & 
amortisation (EBITDA) 

Payroll 
percentage of 
revenue, sales, 
revenue, gross 
profit, fair share 
analysis 

Technical 
measures: 
business volumes, 
gross profit 
margins, 
occupancy rates 

Earnings per share 
(EPS), ROI, 
return on capital 
employed 
(ROCE), 
profit,turnover 

Market 
Position 
Measures 

  Competitive position and 
success rate in launching new 
products, market share 
increase 

Brand Management: 
standards compliance 

 Market 
penetration 

 

Stakeholder 
Measures 

  Stakeholder satisfaction: 
customer satisfaction, 
employee satisfaction 

Value Proposition: guest 
comment cards; customer 
satisfaction and tracking; 
team member survey; 
mystery shopper 

Mystery guest, 
employee opinion 
survey, guest 
satisfaction, 
customer payment 
time, training and 
development 

Human measures: 
staff attitudes, 
skills, morale and 
training 

 

 

Source: Refer to reference list for authors cited. 
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appealing’ and the ‘employees had clean neat uniforms’. Items in the reliability 

dimension include ‘my reservation was handled efficiently’ and ‘my guest room was 

ready as promised’. Responsiveness included items such as ‘employees respond 

promptly to my requests’ and ‘room service was prompt’. Items in the confidence 

dimension include ‘employees new about local places of interest’ and ‘employees 

treated me with respect’. Communication includes items such as ‘charges on my 

account were clearly explained’ and ‘employees anticipated my needs’. Both 

instruments, the LQI and SERVQUAL, provide further evidence on the focus and 

importance of customer service, and the complex and varied nature of this PM area. 

While this section has presented an array of performance measures and 

perspectives, there have been numerous criticisms levelled at these approaches. The 

next section will provide an overview of some of the commonly voiced criticisms of 

performance measurement in the hotel industry. 

2.5.3. Criticisms of Hotel Industry Performance Measurement 

Various authors cite what they call a lack of balance which exists in 

understanding and managing performance (Atkinson & Brander Brown, 2001; Haktanir 

& Harris, 2005; Harris & Mongiello, 2001; Phillips, 1999a; Phillips, 1999b), with this 

lack of balance generally being found between the use of financial measures and non-

financial measures. That is, financial measures were primarily used with little or no 

other reference to non-financial measures. The use of financial measures in turn 

providing what is seen as backward looking, lag measures, which often need to be 

quantified resulting in a narrow focus on performance measurement and short term 

myopic views of operations at the expense of a greater consideration of strategic issues 

(Atkinson & Brander Brown, 2001; Haktanir & Harris, 2005; Harris & Mongiello, 

2001). Tied to this over reliance on financial lag measures is the organisational 
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contextual thinking that does not incorporate the need to consider other dimensions of 

the organisation, the cross functional nature of operations, and the links and 

relationships between different areas within the organisation (Atkinson & Brander 

Brown, 2001; Phillips, 1999a). 

A lack of inclusion of the various stakeholders in the hotel operation can 

potentially result in performance measures which lack broader accuracy and neutrality 

(Atkinson & Brander Brown, 2001). Phillips (1999b) identifies this by acknowledging 

that the various stakeholders within a hotel operation have different performance 

measures which may be in conflict with each other. An example of this, and central to 

the hotel industry, would be the provision of high-quality service from staff which is 

expected by hotel guests. In turn this demands highly motivated and well trained 

employees, who are attained through the associated recruitment, selection, training, 

remuneration, reward and recognition processes, and their associated costs (but to name 

a few) which in turn impacts on bottom line profit. The outcome of this is potential 

conflict resulting from the competition for resources, such as budget expenditure, 

causing broader negative operational and financial issues. 

Phillips (1999a) summarises the criticisms of current PM within the hotel 

industry considering that they are irrelevant in the current business environment 

because they do not provide competitive advantage, they offer little guidance when 

considering issues contributing to performance outcomes, and that the HR and 

marketing components of performance are not well ‘measured’ and utilised. 

In summary, the performance measurement literature within the hotel industry 

contains many of the same difficulties and vagaries, previously identified within the 

broader performance measurement literature. Again there are problems in 

conceptualising performance and performance measurement, due in part to the fact that 

performance measurement is not a single construct but part of a dynamic system. At an 
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individual level it involves components such as the actions, abilities, skills, motivations, 

and opportunities of employees. More broadly it involves competing stakeholder PM 

interests and considerations which may be found in and between groups, and 

operational areas within the organisation, together with parties outside the organisation. 

It would seem that performance is a potential, impacted on by various forces, resulting 

in actions and behaviours of individuals and groups of employees, which are in turn 

potentially ‘measured’ to determine if the desired results and outcomes have been 

achieved. Therefore, and not surprisingly, literature on the relationship between HRM 

and performance does not present any clearer picture and often raises more questions of 

this relationship; as will be presented in the following section. 

2.5.4. HRM Performance Relationship in Hotels 

2.5.4.1. Large Sample Size Hotel Industry Research 

Cho, Woods, Jang, and Erdem (2006) investigated the HRM performance 

relationship in 78 hotel and restaurant companies looking at the interactions between the 

use of 12 HRM practices, such as job analysis, internal recruiting and performance 

appraisals, and organisational performance as identified through measures of turnover 

rates for managerial and non-managerial employees, labour productivity, and return on 

assets. Results indicated that hotels implementing HRM practices such as a labour 

management participation programme, incentive plans, and pre employment tests are 

more likely to experience lower turnover rates for non-managerial employees. 

Further research into the effect of HRM on performance in hotels was also 

undertaken by Alleyne, Doherty, and Greenidge (2006) within 46 hotels in Barbados. 

Respondents were either general managers, human resource managers or line managers. 

Their study investigated internal and external fit and the universal relevance of HRM. 

The findings of this study failed to show major support for the importance of external 
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fit. Further, their hypothesis that a high HRM quality focused approach would have 

universal relevance in the Barbados hotel industry, was supported only in relation to 

three HR outcomes; organisational commitment, quality of staff, and quality of work. It 

was partially supported in relation to HRM outcomes of job satisfaction and the ability 

to move staff and was not supported in relation to any of the six organisational 

performance outcomes measured. The final hypothesis that internal fit would lead to 

improved performance was supported only in relation to the better performance of the 

strategic HRM hotels performance in relation to market share, sales growth and service 

innovations. 

Hoque (1999), examined the relationship between HRM and performance in the 

UK hospitality industry across 200 hotels. Hoque tested three hypotheses: Is external fit 

important within the hotel industry? Is HRM universally relevant within the hotel 

industry? Is internal fit important? Respondents were asked to rank six dependent 

variable items which related to HR outcomes, these were: the commitment to the 

organisation of lower grades of staff, the level of job satisfaction of lower grades of 

staff, the flexibility of staff, the ability of staff to move between jobs as the worker 

commands, the quality of work of lower grades of staff, the quality of staff currently 

employed. Respondents were also asked to rank three further dependent variable items 

relating to performance outcomes. These were: How well does labour productivity at 

your hotel compare with the hotel industry average? How does quality of service at 

your hotel compare with the hotel industry average? How would you compare the 

financial performance of your hotel with the hotel industry average? Items classified as 

independent variables related to various HRM practices. 

In total there were 21 items classified under seven categories of HRM practice. 

Categories were, terms and conditions, recruitment and selection, training, job design, 

quality issues, communication and consultation, and pay systems. Results found that 
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the relationship between HRM and performance was dependent upon the business 

strategy the hotel pursued. A relationship between HRM and performance existed only 

among hotels emphasising the importance of quality enhancement. Also, HRM proved 

ineffective where cost control was seen as the key to business strategy. 

Analysis therefore provided support for the contingency hypothesis that the 

effectiveness of HRM relies upon its fit with business strategy. The second finding 

suggesting that HRM is universally relevant within the hotel industry, and that among 

the hotels with an identifiable strategy, those adopting an ethos of service quality 

coupled with a higher number of HRM practices performed best. It would therefore 

seem that a high ‘HRM quality-enhancer’ strategy would be the key to competitive 

success within hotels of the nature under investigation here, with there being little or no 

scope for a strategy based on cost reduction or price competition to achieve comparable 

results. The third finding which looked at internal fit found that further performance 

gains are evident where HRM is introduced as a mutually cohesive and institutionally 

supported package. Gains are less where HRM practices have been implemented in a 

seemingly ad hoc fashion. 

2.5.4.2. Small Sample Hotel Industry Research 

Haynes and Fryer (2000) explored the nature of the relationship between HRM 

bundles and effectiveness in a quality focused service context examining the policies 

and practices adopted by a luxury hotel in New Zealand. They considered that given the 

importance of the customer employee interaction to the service encounter, HRM had a 

key role to play in securing high levels of service quality. The hotel, after being 

refurbished, undertook a quality focused strategy centred around customer service, as 

this was recognised as the only area over which the hotel's product could be clearly 

differentiated from its major competitors’ products. 
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Part of this strategy was to consider which HRM practices would be adopted. 

Of the 14 key performance indicators used to measure performance across all of the 

hotel’s operations, those which related to HR areas were employee satisfaction, staff 

training, occupational health and safety, and staff turnover. The other 10 key 

performance indicators were: results of the guest satisfaction index, a food and beverage 

outlet questionnaire, an increase in return guests, to win national accommodation and 

food and beverage prices, increased RevPAR, increase gross operating profit (GOP), 

increased food and beverage profit, increased food cost of sales, increased room profit, 

and to be acknowledged as an environmentally active hotel. The new strategy was 

implemented as a managed change project including changes across areas such as 

organisational structure, job design, training and career development, methods of 

communication, changes in performance appraisal, and an emphasis of management 

training on leadership skills. 

Haynes and Fryer (2000) reported that after one year there appeared to be 

evidence that appropriate synergistic HRM policies and practices provided measurable 

support for the overall quality strategy. The experience of this hotel also assisted in 

identifying some elements of a HRM bundle used in meeting the desired outcomes. The 

changes adopted were associated with clear and measurable positive effects on the 

hotel's performance, particularly in respect of the measures relating to the interests of 

the customer and owner stakeholders. Some evidence showed an improvement in 

employee satisfaction, used by the hotel's management as a proxy for commitment, but 

it was limited and variable across departments. 

Research undertaken in Scotland by Erras (2002, p. 1) used four hotels in “...an 

attempt to open the black box” providing a variety of findings. It became evident that 

there was a need to differentiate between HRM policy and practice, as HRM policy may 

often not be applied consistently across departments, and therefore it seemed that 
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related performance indicators may vary between departments. As such, Erras saw the 

black box focus develop into a series of black boxes. That is, HRM functions may be 

idiosyncratically applied at the department level being enacted between department 

management and line staff where the HRM policies may or may not become practices, 

to varying degrees. 

HRM is potentially being used more as a set of tools, and selectively addresses 

particular issues rather than an integrated management function. As such Erras (2002) 

presented a change in perspective, considering the HRM function as more a set of 

guiding principles and practices rather than being prescribed; this adaptability allowing 

for the HR function to operate proactively as required. Further, this study, like many 

others, identified limitations in the research such as not seeking information and data at 

an employee level within an organisation where the effects of the HR function are 

experienced by most employees first hand. 

While the literature on the HRM performance relationship appears to present 

more questions than answers it does provide a guide to this researcher through 

considering and addressing these inadequacies within the current research. 

2.6. Influences of the Literature on the Current Research 

From the literature reviewed it is clear that there are three main limitations to 

consider which in turn guided this research. Immediately discernable was the extensive 

discourse which identified the ill-defined and incomplete conceptualisation of both the 

central research themes of HRM and performance. Such a lack of definition and 

conceptualisation was not only evident in the broader literature but also in numerous 

studies which either did not attempt to initially conceptualise HRM or performance or 

often seemed to portray HRM and performance with varied, numerous and sometimes 

seemingly arbitrary descriptions and measures. 
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The review of the literature also examined a substantial volume of extant 

literature which attempted to elucidate the relationship between HRM and 

‘organisational’ performance. This demonstrated confounding, conflicting and at best 

inconclusive and tenuous connections between these two areas (perhaps not surprising 

given the initial observations made in the previous paragraph). Arising from this was 

the next major query identified from the literature review and apparent gap in the 

literature. That is, given the complex nature of organisations, is it not surprising that 

being able to path the myriad of HRM practices and functions directly to the various 

measures of organisational performance, together with understanding the dynamic 

interactions, may be unwieldy to say the least? It becomes especially true when 

considered in conjunction with the lack of definition and conceptualisation surrounding 

both the major constructs of HRM and performance. 

Further, additional numerous limitations relating to research methods, and 

sources of data and information were identified within the review of the literature. A 

summary of these potential limitations, found in previous studies, includes: 

 An over reliance on publicly available secondary data at the expense of more 

‘intimate’/ confidential secondary and primary organisational data. 

 An overrepresentation of senior management and HR representative respondents 

at the possible expense of operational and line staff respondents. 

 The seemingly one minded need to try and link ‘variables’ in a unidirectional 

cause and effect chain of events at the expense of omitting and not considering 

the potentially complex nature of the system they operate in. 

 The lack of a qualitative dimension to the research. That is, in a complex 

environment it would be expected that both quantitative and qualitative data and 

information would present, and/or would likely be sought. 
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■ An over reliance on an explanatory research focus which is limited given the 

tendency to rely on ill-defined concepts and theory. 

In summary these limitations became principle drivers in determining the way 

this research would be undertaken (the following section 3.4 Subsequent Literature 

Supporting the Research Direction will provide additional insight into the gaps in the 

literature). 

2.7. Overcoming Previous Research Limitations 

To address the three major limitations (and others mentioned above) three broad 

strategies were used in combination: an exploratory case study with mixed methods, a 

refinement of the performance dimension to ‘employee’ performance, and the use of 

guiding conceptualisations of HRM and performance. 

2.7.1. Exploratory Case Study with Mixed Methods 

While this area will be discussed more fully in the following methodology 

chapter it is presented here to initially inform why this approach was undertaken. When 

considering the three limitations of ill defined concepts, uncertainties surrounding the 

relationship/s between HRM and performance, and research methods and practices used 

to date it seemed that this research required a more flexible and adaptive approach in 

order to open up these issues and better understand these concepts. An exploratory case 

study approach using methods as required would suit the uncertain nature of the 

concepts, meet the needs to more deeply explore relationships, and gather various 

information and data as required. 

2.7.2. Refining Performance to Employee Performance 

The refinement of the performance measurement to the employee level serves 

three purposes. Firstly, is focuses the types of measures into a common field, greatly 
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reducing the extreme variety of performance measures possible within a hotel 

organisation. Secondly, it adjusts for the proximal and distal issues previously 

discussed, that is, employee performance measures would be considered more proximal 

to operational considerations, as opposed to for example GOP. Finally, and linked to 

the second purpose, given that HRM is the other domain of interest, and intimately 

concerned with employee ‘matters’, it seems relevant to tie employee performance to 

the potential influence of HRM. 

2.7.3. Conceptualising Research Domains 

2.7.3.1. Conceptualising Human Resource Management 

After considering the proceeding literature it may appear that conceptualising 

HRM would seem difficult at best if not impossible at the extreme. This research will 

however present a conceptualisation of HRM which is used as a frame of reference from 

which the research proceeds. 

Central to this conceptualisation is Ulrich’s (1997) Multiple-role Model for  

Human Resources Management (see Figure 2.4) which is used as a conceptual guide. In 

FOCUS  
Long-term/strategic 

 
Management of 
strategic human 
resources 

Management of 
transformation 
and change 

 

ACTIVITIES ACTIVITIES 
HR tools/systems  Managing people 

 Management of 
firm 

Management of 
employee 
contribution 

 

 

FOCUS  
Short-term/operational 

Source: Ulrich, D. (1997). Human resource champions: Then next agenda for adding 
value and delivering results. Harvard: Harvard Business School Press 
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this model the HR department is seen to operate within a frame of four principal roles: 

management of strategic human resources; management of firm infrastructure; 

management of employee contribution; management of transformation and change. 

Further, incorporated in these roles is the notion that ‘shared responsibility’ may exist in 

achieving the various role outcomes. 

These shared responsibilities potentially being undertaken by such stakeholders 

as corporate HR, line managers, external consultants, employees and information 

technology support. The model frames the four principal roles using two dimensions, a 

long-term/strategic to a short-term operational ‘focus’ dimension, together with an 

‘activities’ dimension ranging from the management of HR tools and systems to the 

more direct management of people. The utility of this model is that it allows for HRM 

to be considered in a diverse multi-faceted way which is not inconsistent with the 

literature. 

With reference to the model, and given that the research takes an exploratory 

approach, no preconceived or predetermined components associated with the 

dimensions of the model were postulated. That is, at the commencement of this 

research no actual activities can be listed concerning the HR systems or employee 

management activities dimension, nor is there any position to be put forward on the 

long or short term focus dimension as relate to the industry partner in this research. It is 

expected that these matters will become evident through the course of the research. 

2.7.3.2. Conceptualising Performance 

A review of the literature has identified that defining and conceptualising 

performance is difficult because of the great variety of performance measures, 

outcomes, and indicators often cited together with a wide range of perspectives from 

which various groups view these performance matters. That is, performance is 

understood and assessed by various stakeholders such as shareholders, senior 
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management, middle management, line management, line staff, guests, clients, 

suppliers, competitors and so on. Further the specific and dynamic natures of the 

industries and environments in which organisations operate presents a raft of other 

variables which are involved in defining and determining the nature of what constitutes 

performance. 

This diversity toward understanding performance outcomes and measures also 

incorporates issues relating to the cause and effect mechanisms associated with 

performance, mediating and moderating influences on performance, and the utility of 

subjective and objective performance measurement. Perhaps more simply, difficulties 

in conceptualising performance measurement are a result of the dynamic nature of the 

social systems in which performance is generated. Given these matters performance 

and performance measurement within this research is conceptualised around AMO 

Theory. 

AMO Theory was initially presented by industrial psychologists Campbell, 

McCloy, Oppler and Sager (1993) and has been referred to by various other authors 

when discussing the management of individual performance in organisations. The 

theory equation P = f (A, M, O) identifies that the performance of an individual [P] is 

the function [f] of that individual’s abilities [A], their motivations [M], and their 

opportunity [O] to succeed. While this theory does not fully conceptualise performance 

or performance measurement, it does provide a useful focus from which to work within 

the exploratory nature of this research. 

2.8. Summary 

The nature of the difficulties, to date, in being able to understand the relationship 

between HRM and performance has been identified in all facets of this research context; 

these challenges residing in three broad areas. Firstly, the inability of HRM to be 

commonly contextualised, secondly a similar inadequacy in contextualising 
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performance, and thirdly an apparent raft of limitations associated with research 

methods used thus far. While this literature review clearly demonstrated these issues, it 

also provided a platform from which to establish a contextual positioning of HRM and 

performance within this research. Further, it allowed for the identification of a 

potentially more ‘useful’ research approach through exploratory case studies using 

mixed methods, which will now be explained in the following Chapter 3. 
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CHAPTER 3.0  

APPROACH TO THE RESEARCH 

3.1. Introduction 

This chapter presents an overview of the approach to the research expanding on 

previously introduced elements (Figure 3.1). It presents the foundation on which the 

three research stages, in following chapters, were established and undertaken; each of 

these chapters containing a stage specific research approach, which is described in that 

chapter. 

Philosophical Research Perspective  
Pragmatism 

 

Research Question  
How does HRM contribute to employee performance? 

 

Specific Further Literature Justifying the  
Approach to the Research 

 

Research Sample  
3 Hotel Properties / Cases 

 

Research Design  
Exploratory Case Study  

Guided By Research Objectives 

 

Methodology  
Mixed Methods 

Figure 3-1 Chapter Structure and Research Development 

3.2. Philosophical Research Perspective 

The researcher approached this study through the philosophy of pragmatism. A 

pragmatic approach not only reflects the researcher’s innate disposition toward 

systematic enquiry it also, by its nature, allowed for a flexible approach to the 
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investigation. Within this context, pragmatism accommodates an adaptive and outcome 

orientated method of enquiry (Johnson & Onwuegbuzie, 2004), allowing for the use of 

mixed methods (Cherryholmes, 1992; Creswell, 2003; Calori, 2000). Such an iterative 

and developmental approach steps toward the research by engaging emergent issues as 

they present. Further, it allows for quantitative and qualitative data and analysis to be 

used with inductive and deductive forms of logical enquiry. 

3.3. Overarching Research Question 

The research asks the following overarching question: 

How does HRM contribute to employee performance? 

This research question further focuses previous research in the area, by refining 

the organisational performance concept into employee performance. Also contributing 

to answering this question and guiding the research are five research objectives, 

presented in Section 3.6.3 . The approach of starting with an overarching research 

question and a number of objectives or propositions is considered appropriate when 

undertaking a study of this nature (de Vaus, 2001). While this question developed from 

the literature review and gave a focal point to the research, subsequent literature 

informed the approach taken within the research. 

3.4. Subsequent Literature Supporting the Research Direction 

During the course of this study (which commenced in June, 2003) and 

particularly toward the end of the data and information collection, a substantial volume 

of literature was published in the area of the HRM performance link. This is best 

evidenced in a special issue of the Human Resource Management Journal (2005) titled 

‘The link between HRM and performance’ volume 15 issue 4, together with publication 

of volume 15 issue 3 of the same year which contained articles on ‘The HR 

department’s role in organisational performance’ and ‘Commonalities and 
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contradictions in HRM and performance research’. To say the least, this was initially 

unnerving for this researcher until the content of these articles was found to provide 

strong support for the way this research had developed. 

The various authors published in these editions (some of whom have had 

previous work cited in the preceding literature reviews) reiterate literature in this field to 

date which identifies the shortcomings of not being able to fully explain the HRM 

performance relationship. These publications also provide a useful ‘summary’ of the 

challenges, findings, implications and future research considerations which need to be 

addressed. The key findings from this literature can be grouped into three focus areas 

which require further attention: participant focus, theoretical and conceptual focus, 

system focus (Boselie, Dietz, & Boon, 2005; Kinnie, Hutchinson, Purcell, Rayton, & 

Swart, 2005; Marchington & Zagelmeyer, 2005; Paauwe & Boselie, 2005; Van 

Veldhoven, 2005). 

The participant focus identified that research needs to consider the HRM 

performance relationship at the line staff level where most of an organisation’s 

employees operate, not just at senior management or HR manager levels. Within this 

level a need to consider the differences between groups of employees and how they 

responded to various HRM practices was identified. Further at an individual and group 

level the perceptions, satisfaction, commitment and involvement of employees required 

attention. In short, a better understanding of the employee experience was needed. 

The theoretical and conceptual focus noted the general lack of theoretical and 

conceptual underpinning of research. It was considered that if research was to be 

successful it needed to be undertaken from a theoretically and conceptually sound 

position. 

Finally the system focus identified the nature of employee’s and organisation’s 

operating in open dynamic systems; as such the nature of the variables, the ‘moving 
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parts’ within the system, needed to be considered differently. As such, included were a 

number of considerations toward understanding variables, such as: the causal distance 

between variables, forward and reverse causation, recursive mechanisms, not just 

sequential variables but variables also operating in parallel. Not surprisingly this 

systems view of the environment requires a more holistic approach, through multiple 

levels of an organisation, considering both ‘hard’ and ‘soft’ performance indicators, 

while understanding that organisations are also impacted upon by their external 

environment and stakeholders. In conclusion, during the course of the literature review 

for this study, this researcher had come to many of the same findings which were 

subsequently identified by leading researchers in the field. These ‘gaps’ in the research 

were then initially used when considering the nature of the sample for the research. 

3.5. Research Sample – 3 Hotel Properties 

In light of the limitations of previous research, reviewed in Chapter 2 and further 

described in Section 3.4, a case study approach was considered a useful design. This 

allowed for the topic to be explored in a more refined, intimate manner getting closer to 

the HR and related systems and the employees working within them. As such, it was 

decided that within the scope of this study a sample of three hotel properties would be 

explored using whatever methods were required as determined by the nature of the data 

and information unearthed throughout the course of the research. 

The selection of three hotels was the result of the researcher wanting to 

investigate the research question in a highly focused way. Focus was achieved through 

the provision of generous access by the industry partner, to extremely rich and intimate 

data, information and employee contact within each hotel. 

The provision of an industry partner for this study was made available through 

an Australian Research Council Linkage Grant with a MNC hotel chain operating in 

Australia. In order to ensure confidentiality and anonymity, as contracted with the 
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industry partner, a pseudonym of Zodiac represents the name of the MNC hotel chain, 

with pseudonyms of Aries, Leo and Taurus representing the three hotel property cases. 

Hotels are located in Australia, in the south east Queensland region, thus the sample 

provided a unique opportunity to explore HRM within three ‘similar’ hotel operations. 

The pseudonyms used for the MNC and properties in no way relate to any 

characteristics or operational elements of the industry partner in general or the hotels in 

particular. Further, hotel details as relate to staff numbers, room numbers and any other 

potentially identifying features are also disguised. Confidentiality also extended to the 

employees by not presenting any demographic information, to the extent that gender is 

masked by referring to respondents as ‘they’, rather than she or he. 

Access was provided at all levels within the organisation from an overarching 

corporate position, to individual hotel general management, human resource 

management, department management and individual line staff employees. With such 

access it was considered that the research design best suited would be an exploratory 

case study approach. 

3.6. Research Design 

In this section the utility of an exploratory case study design is presented with an 

explanation of how the design was applied to the research; together with consideration 

of systems thinking. These aspects of design combining to address limitations of the 

research to date, namely participant focus, theoretical and conceptual focus, and a 

system focus. 

3.6.1. Justification and Application of Exploratory Case Study Design 

The overarching design of this research was that of exploratory case study. 

Harrison’s (2002) view that “... case study research is of particular value where the 

theory base is comparatively weak and the environment under study is messy” (p.158) is 
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particularly pertinent to this study, as identified in the literature review (Chapter 2). 

This is reiterated by Hussey and Hussey (1997) who consider exploratory case study 

research as being particularly useful where the body of knowledge in question is 

deficient and established theories are limited, or when the research issues either cannot 

be distinguished from their context or must be seen within context (de Vaus, 2001). 

Important to this research was the ability to understand the dynamics present 

within the various settings and the need to potentially use a variety of data collection 

methods such as archives, interviews, questionnaires and observations (Eisenhardt, 

1989; Johns & Lee-Ross, 1998). As for the methodological positioning of this research, 

Eisenhardt (1989) importantly identifies that although the terms qualitative and case 

study research are often used interchangeably evidence in fact is that qualitative, 

quantitative, or a combination of both methods/data may be used (de Vaus, 2001). 

Further, in determining the exact nature and activities of this type of research, 

Eisenhardt (1989) identified the need for research strategy to focus on understanding the 

dynamics present within the individual settings. By doing this, in an area where theory 

is incomplete and ‘messy’, it is considered best for the researcher to approach the 

research as much as possible with the ideal that there is no theory under consideration 

and no hypotheses to test. 

Fundamental to the research design is that it potentially provides a vast array of 

data collection and investigation processes that can contribute both quantitatively and 

qualitatively toward a richer understanding of the key issues and dynamics involved in 

its specific context (Haynes & Fryer, 2000) together with capturing the rich tapestry and 

meaningful characteristics of real-life events (Yin 1989). 

The particular case study stages 2 and 3 of the research (within the case hotels) 

were undertaken using an exploratory case study design. Stage 2 proceeded through the 

management levels of the properties while Stage 3 continued into the line staff level. 
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(Details of these stages relating to research methodology and the methods used will be 

presented at the commencement of the respective thesis chapters 5 and 6.) The 

exploratory case study design used multiple cases with embedded units of analysis to 

investigate the research question. The multiple cases being the three hotel properties, 

with the embedded units of analysis the different levels of employee within each 

property, namely the levels of General Manager, Human Resource Manager, 

Department Management and Line Staff Employees. 

Within this exploratory design, a theory building approach to cases was used, 

especially given the limitations of existing theory in this field. The research was 

undertaken as a form of parallel approach with each of the embedded units of analysis, 

in each case property, being studied and compared during the same time periods (de 

Vaus, 2001). For example, the GM level research within each hotel was undertaken 

within the same week, and so on. Within this parallel approach to the cases the data and 

information collected represented a retrospective time dimension as it considered 

archival data and information from various documents, records, policies together with 

interviews of participants who are often considering past events. 

To summarise, it is important to reiterate that the case study research design was 

principally determined as a means of addressing limitations found in the research to 

date. Further, given this dynamic research environment, it was practical to also consider 

a systems thinking orientation which would be useful for integrating the array of data, 

information, systems and processes to be considered, within the different levels within 

each case property. 

3.6.2. Systems Considerations 

Presented here is the nature of systems thinking from a broad perspective which 

then focuses into consider organisations as dynamic systems. Churchman (1979) 

pioneered modern systems thinking, identifying that the systems approach begins when 
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you first see the world through the eyes of another. More recently, Hall (1999, as cited 

in Rubenstein-Montano, et al., 2001) and Senge (1993) state that systems thinking is a 

conceptual framework for problem-solving that considers problems in their entirety. 

Waring (1989) describes a system as a recognisable whole that consists of a number of 

parts that interact in an organised way. Specifically, a system does something: there are 

outputs, addition or removal of a component changes the system, a component is 

affected by its inclusion in the system, there are emergent properties some of which are 

unpredictable, a system has a boundary, outside the boundary is a system environment, 

and a system is ‘owned’ by someone. 

It is worth noting at this point that the use of systems thinking is expansive as 

outlined by Rubenstein-Montano et al., (2001) who lists a number of theoretical 

frameworks for problem-solving which adopt systems thinking; for example Soft 

Systems Methodology, Spiral Dynamics, and Systems Inventory Methodology. The 

essence of the various approaches is that the strength of systems thinking is based on the 

premise that there are emergent properties of systems that do not exist when systems are 

decoupled into smaller parts. While this research does not apply specific systems 

thinking approaches it fundamentally incorporates a general systems thinking 

orientation, accepting the complexity of open dynamic systems which are found within 

organisations. 

The axiom that organisations are multilevel systems is a self evident truth 

forming the basis of numerous organisational theories developed since the early 1900s 

(Kozlowski & Klein, 2000). They also identify that the application of considering 

organisations as multilevel systems has often been limited due to the way organisations 

have been deconstructed and researched from varying disciplines, theories and 

approaches. 
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Interestingly, Senge (1993) considered that when placed in the same system, 

people however different, tended to produce similar results. The significance of this 

was the need to consider systemic structure which is concerned with the key 

interrelationships that influence behaviour over time. Senge clarifies that these are not 

just interrelationships between people, but among key variables within the system, 

processes, procedures, policies, and controls etc. The systems perspective shows that 

there are multiple levels of explanation in any complex situation; which would be 

expected in the research environment of this study. 

3.6.3. Research Objectives 

The research objectives were designed to achieve three outcomes. Firstly, to 

assist in building a framework of information from which the overarching research 

question could be answered. Secondly, to continuously focus and guide the research 

methods in a way that the exploratory nature of the study would not unintentionally 

draw the research off track, particularly given the dynamic and diverse nature of the 

case study environments. And thirdly, to contribute to various aspects of literature in 

this field, particularly relating to the conceptualisation of HRM and employee 

performance. 

The objectives of the research are: 

1. To contribute to conceptualising HRM. 

2. To contribute to conceptualising employee performance. 

3. To posit an explanation of, the resolution to, ‘the black box’. 

4. To posit an effective methodology within which to research allied phenomena. 

5. To develop a theoretical model which assists in explaining the HR function and 

employee performance relationship within an Australian hotel industry 

environment. 
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In order to address these objectives and answer the research question within an 

exploratory case study design, in a complex dynamic hotel environment, it became 

evident that a flexible methodological approach would be required. 

3.7. Research Methodology – Mixed Methods 

The study represents a mixed methods approach to the research incorporating 

both qualitative and quantitative data with qualitative and quantitative methods of 

analysis (Rocco, Bliss, Gallagher, & Prado, 2003; Tashakkori & Teddlie, 1998). The 

mixed methods approach will generally follow what has been described as a ‘parallel 

mixed model study’ (Tashakkori & Teddlie, 1998); because the ‘mixing’ takes place 

simultaneously within each phase of the study through both exploratory and 

confirmatory research, together with obtaining qualitative and quantitative data, with 

both quantitative and qualitative analysis being undertaken. 

The potential benefits of the mixed methods approach to this research are 

described by Greene, Caracelli, and Graham (1989) who highlight five major benefits, 

namely: Triangulation - testing the consistency of findings obtained through the use of 

different data and methods; Complementarity – clarifying and illustrating results from 

one method with the use of another method; Development – how results from one 

method shape subsequent methods or steps in the research; Initiation – stimulating new 

research questions or challenges results obtained through one method, Expansion – 

providing richness and detail to the study exploring specific features of each method. It 

is believed that a combination of both qualitative and quantitative mixed methods within 

a case study design will provide the most valid and reliable approach to this research. 

3.8. Research Overview Summary 

In summary the research takes a three stage approach (Figure 3.2) commencing 

with Stage 1 at a National Level, then moving into the actual case properties in Stages 2 



 
National HR Representative x 1* 

Stage 1: Chapter 4 
Zodiac National Level 

Stage 2: Chapter 5
Case Study Hotels
Management Levels HR Mgr x 1 HR Mgr x 1 HR Mgr x 1 

Aries  
General Mgr x 1 

Leo 
General Mgr x 1

Taurus  
General Mgr x 1 

Stage 3: Chapter 6
Case Study Hotels
Line Staff Level 

Dept Mgmt x 8

Front Office 
Food & Bev. 
Conf. & Cater. 
Housekeeping 

Front Office
Food & Bev.
Conf. & Cater.
Housekeeping 

Line Staff x 8 

Dept Mgmt x 8

Front Office 
Food & Bev. 
Conf. & Cater. 
Housekeeping 

Front Office
Food & Bev.
Conf. & Cater.
Housekeeping

Line Staff x 8

Front Office
Food & Bev.
Conf. & Cater.
Housekeeping 

Front Office
Food & Bev.
Conf. & Cater.
Housekeeping 

Dept Mgmt x 8 

Line Staff x 8 

Methods 
Used In All 3 

Stages

Primary Data 
Self-admin. 
questionnaires

Face to face 
interviews 

Secondary 
Data  

Exploration of 
secondary data 
e.g. Employee 
Views Survey, 
Documents, 
Records etc 

Figure 3-2 Research Stages 
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and 3. The top to bottom approach generally follows vertical hierarchical lines of 

seniority and authority down through the organisation and cases. (However, note that 

the positioning of the HR Manager level prior to the department management level in 

Stage 2 of the research does not imply seniority to department management, rather it 

was a function of design which will be discussed in respective research chapters.) In 

line with the overarching research question it was considered important to understand 

how HRM was conceptualised by the organisation and further operationalised through 

these levels. More pointedly, the way HRM was espoused and enacted throughout 

Zodiac was relevant to the research. To develop the research through this vertical top 

 
* Denotes the number of participants within each stage and level of the research 
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down approach the opportunity to consider the alignment and fit of HRM within and 

between these levels was also possible. 

3.9. Conclusion 

This chapter has presented the paradigmatic perspective of the research, the 

research design of an exploratory case study approach, the cases under study, the 

methodology and methods used together with the overall stages and sequences within 

the research. These stages are presented in the following three chapters. As each stage 

is directed towards different levels within the organisation the methods used to explore 

each stage will be presented at the commencement of the respective chapter. This 

begins with the following Chapter 4, Stage 1, Zodiac’s National Level. 
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CHAPTER 4.0 

STAGE 1 - INVESTIGATION AT THE NATIONAL HR LEVEL 

4.1. Introduction 

Stage 1 commences at the national HR level of the industry partner 

(Zodiac),providing an initial foundation for broadly understanding HRM from an 

organisational overview, together with a platform from which to enter the three case 

hotels. These hotels being investigated in the two remaining stages, firstly at a 

management level (Stage 2/Chapter 5) and then at a line staff level (Stage 3/Chapter 6). 

Table 4.1 provides a three part overview of how this stage of the research progressed, 

from the researcher’s initial introduction and orientation to Zodiac (Part 1), into 

building an understanding of the HRM performance ‘environment’ from a corporate 

overview (Part 2), to and in-depth exploration of what was projected as the most 

important measure of HRM and performance, an employee survey (Part 3). The 

progression of this research stage does not follow a preordained approach established at 

the beginning of the research, rather it represents research processes informed from one 

part to another. 

Stage 1 was initially broadly designed with a two fold purpose. Firstly, to 

familiarise and orientate the researcher generally to the overall operations of Zodiac and 

in particular to the nature of what constitutes a hotel operation. Secondly, to begin to 

develop an understanding of the role of HRM within the organisation from an 

overarching organisational perspective. That is, to understand HRM from a broader 

level where rules, policies, procedures etc. are designed and institutionalised across the 

national operation of Zodiac. Further, while working through these two parts the 

research identified an Employee Values Survey (EVS) which is explored in part 3 of 

this chapter. The chapter concludes with a unifying discussion of how the findings of 

this stage address the overarching research question [How does HRM contribute to 
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employee performance?] and guiding research objectives, with consideration of how 

these findings inform the following research stages. 

Table 4.1 

Chapter Overview of How the Research Progressed 

Part 1  
Organisational Overview 

Introduction, familiarisation, orientation and initial review of Zodiac operations, as 
particularly relates to HR involvement. 

1. Various discussions with HR Regional Manager, including access to: 
- policy, procedures, training manuals etc 
- regional and hotel HR reporting and auditing systems 
- various information and data as it was required 

2. Attendance at an orientation session for new Zodiac employees 
3. Attendance at HR Manager training for new online personality profile software 
4. One week work experience undertaken by researcher within a hotel property 

Part 2  
Determining Zodiac’s National HR ‘Framework’(HR-f) 

Refinement and focusing understandings and outcomes as relate to the overarching 
research question i.e.: ‘How does HRM contribute to employee performance?’ 

1. Self administered emailed questionnaire completed by Regional HR Manager concerning 
the HR ‘Framework Components’ (HR-fc) re: 

- Zodiac’s view of HRM 
- refinement and clarification of the existing HRM system 
- contribution of HRM to organisational performance 
- HRM functions of central importance 

2. Self administered emailed questionnaire completed by Regional HR Manager concerning 
the HR ‘Framework Measures’ (HR-fm) re: 

- clarification and further identification of measures of HRM 
- contribution of HRM measures to operations 
- measures of central importance to HR and employee performance 

3. Interviews with the national HR representative discussing and expanding on questionnaire 
responses 

[* Employee Views Survey identified during this part] 

Part 3  
*Exploration of an Employee Views Survey (EVS) 

The EVS was identified by the national HR representative as one of the most important 
features relating to the measurement of HRM and employee performance. 

1. Analytical and critical appraisal undertaken on the national EVS 
2. Exploration of the EVS using qualitative and quantitative methods 
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4.2. Part 1 - Organisational Overview 

The familiarisation and orientation of the researcher, to Zodiac in general and 

it’s HRM function in particular, initially occurred through numerous meetings, 

discussions, telephone calls and email transmissions with the national HR 

representative. As much information as possible was collected so as to understand the 

nature of what constituted Zodiac; equally important was the utility of the various forms 

of communication used by the researcher in building strong rapport with the Zodiac 

representative. Information and data was also provided via the provision of various 

means of electronic access to such areas as policy and procedure manuals, training 

manuals, and electronic notice boards listing internal employment opportunities etc. 

Further, the researcher actively sought and took opportunities to attend various 

Zodiac activities in the role of a participant observer (actively involved while also 

observing). The researcher considered it important to be identified and open to 

approach by Zodiac staff, so as to build understanding and rapport, and to demystify and 

misconceptions of the researchers role. That is, the integrity and confidentiality of the 

researcher, as a research academic, was not to be confused with being a consultant, 

answerable to Zodiac management. 

First attended was a HR managers’ (HR managers from various hotels) training 

session for a new online personality profiling system to be used by HR managers as part 

of assessing potential employment applicants. Attendance at this session by the 

researcher, at the request of the Zodiac representative, was not to consider the system, 

but rather to continue to develop a ‘feel’ for the organisation and staff. Similarly, the 

researcher attended an orientation session for new Zodiac employees, participating in 

the session as would a new employee. To continue to build an understanding of hotel 

property operations the researcher also underwent (at the request of the researcher) a 
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modified one week work experience program within a hotel property. The property was 

not one of the case properties used within this study but was similar in nature. 

At the time the researcher entered Zodiac it was commonly known to various 

general managers, HR managers and department managers that the university and 

Zodiac would be working together to better understand ways in which the Zodiac HR 

function performed, its strengths and areas of potential improvement. The researcher 

asked that this description of the research deliberately be kept generalist and be seen 

more as a consideration of systems and processes. It was important that there was no 

(or at least little) potential for the research to be seen as focused on individual hotels, 

departments or persons. Also, the researcher needed to be viewed as independent to 

Zodiac senior management with absolutely all hotel, department or individual 

information obtained held in strict confidence. Further details of how this was achieved 

will be presented as actual research elements are presented. 

4.3. Part 2 - Determining Zodiac’s National HR-framework (HR-f) 

Information and experiences gained thus far in the research contributed to initial 

understandings of how HRM was viewed and enacted within Zodiac, at least from a 

broad organisational level. This part of the research builds on this, beginning to 

crystallise what constituted HRM in Zodiac, by considering HRM as a framework 

comprised of ‘components’ and ‘measures’, in turn providing a foundation from which 

to consider ways of approaching the three case study properties in the following two 

chapter stages. 

The term HR ‘framework’ (HR-f) developed as a way of describing and 

discussing ‘all things HRM’ to the national Zodiac representative. It was used as a 

broad term so as to remove HRM from a particular function of a HR region, department, 

or individual manager and to discuss it more globally or holistically (in light of it being 

an exploratory study). The term was eventually further refined to identify HR 
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framework ‘components’ (HR-fc) and HR framework ‘measures’ (HR-fm). The two 

terms developed from the researcher’s views which grew from the literature and from 

the way HRM appeared to be initially presenting in Zodiac. 

HRM was seen as an overarching dynamic which constituted a ‘framework’ 

consisting of policies, procedures, systems, mechanisms and processes (components), 

together with the various ways of measuring, monitoring, reviewing and assessing these 

activities (measures) within this system. The eventual use of these terms (HR-f, HR-fc, 

HR-fm) with the national Zodiac representative appeared to be well received and well 

understood, also finding some surprising and immediate accord in their use. The terms 

not only provided useful ‘shorthand’ in discussions but supported the broad approach 

which the research needed to portray, at least in this stage. 

4.3.1. Method 

This section of the research, within Part 2 of this chapter, sought to determine 

Zodiac’s National HR-f by exploring the HR-fc and HR-fm. To achieve this the 

researcher undertook to develop an ‘inventory’ of all aspects of Zodiac which related to 

HRM (HRM Inventory). This was initially done through numerous face to face 

discussions, meetings and emails with the national HR representative which were 

directed at gaining a comprehensive understanding of ‘all things HR’, the common 

theme. All of these communications were generally of a conversational, cooperative, 

collaborative and an informal style working together with the national HR 

representative. 

From this process seemingly unrestricted access was provided to existing 

records, systems, data and information. Access which allowed the researcher to build 

an initial compote of ‘all things HR’ which was subsequently described as the HR-f, 

from which was distilled the HR-fc and the HR-fm. 
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4.3.1.1. Participant 

The participant within this first stage of the research, and this part of the chapter 

was a national HR representative of Zodiac. No other information is provided so as to 

assure the anonymity of this employee, except to note that this employee has been 

employed with Zodiac for several years and has experience of the HR function in 

Zodiac at a department, hotel, regional and national level. 

4.3.1.2. Procedure 

In order to contribute to the reliability of information identified by researcher in 

the HRM Inventory a two part structured review of the researchers initial findings was 

undertaken with the national HR representative. This was done by using two self 

administered questionnaires, one relating to the HR-fc (Appendix A) and the other for 

HR-fm (Appendix B), which sought to confirm, clarify and identify any missing 

information. The questionnaires were delivered via email attachments to the national 

HR representative for completion and return via email to this researcher. 

The questionnaires were designed to verify the accuracy of the researcher’s 

information and understandings to date and to provide specific focus to areas of interest. 

On receipt of the completed questionnaires from the national HR representative, and 

after consideration of the responses, further telephone and face to face discussions were 

held to clarify any relevant matters. It is worth noting that the national HR 

representative said to the researcher “... that they hoped I wasn’t going to take up this 

much time of their other employees” in completing such documents. The researcher 

stressed that their valuable time spent here was to minimise time spent by their 

employees. Results from these two documents are now presented. 
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4.3.2. Results 

4.3.2.1. HR- Framework Components (HR-fc) 

Results in this section are presented under the respective questions which 

formed the self administered emailed questionnaire completed by the national HR 

representative. Also presented is any commentary from the Zodiac representative, 

which occurred during discussions of their responses, which informed and clarified their 

responses as necessary. 

Question 1: Is there an overarching philosophy, belief, vision, culture or view to 

the way Zodiac approaches its HR responsibilities? 

Response to this question stressed, and identified, a set of values that Zodiac 

follows in its business operations which are incorporated in all areas, including HR 

services and responsibilities. While the values cannot be directly named (so as to avoid 

identification of the industry partner) it would be reasonable to say that they could be 

considered somewhat global in nature when compared to industry competitors including 

such areas as: the importance of individual commitment and shared responsibility, open 

communications with all stakeholders, the need to be proactive with innovation and 

change, the ongoing professionalism of staff within the organisation. The values were 

attached to a vision which was directed toward being an industry leader. In short, they 

presented as would be expected from any other organisation within this industry in 

particular, or for that matter many organisations operating within other industries. The 

remaining questions focused into framing a comprehensive understanding of the HR-fc. 

Question 2: The HR framework is there to support the function of employees 

within it. Does the list attached cover Zodiac’s entire HR framework? That is the 

components, systems, processes, and functions that are put in place to communicate HR 

matters (i.e. all things HR). If no, what is missing? 



 

Figure 4-1 Zodiac HR Framework - Components Chart 
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This two part question sought to review the findings of this researcher and make 

sure that no operational HR components were missed. Figure 4.1 provides an outline of 

Zodiac’s national HR-f as determined from the researcher’s investigations and 

subsequent responses to this question by the national HR representative. Responses by 

the HR representative which provide meaningful detail in understanding this figure are 

now presented. 

Not surprisingly the general organisational structural representation of HR 

within Zodiac is of a hierarchical nature developing down from the national level, 

through to the regional level and into the HR level within individual hotel operations. 

National HR Function 

 

Regional HR Function 

 

Hotel/Operational HR  
Function 

 

Employee  Website to   Employee  National 
Newsletter  access   Selection  Intranet 

  company  
chairman 

  Tool  Website 

 
Hotel Employees 

 
Management Trainee  

Program 
Staff Suggestion  

Box 
Performance Evaluation  

Program 

Note: Arrows in this diagram represent the ‘general’ flow of processes. They do not purport 
to define specific system dynamics. 
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At the national level, HR was described as setting future directions in business 

goals and objectives together with executive decision making concerning policy and 

procedures which were tied to corporate image, values and responsibilities. HR at this 

level was considered a process of standardising procedures. From this level, direction 

flowed to the regional HR level. 

The regional HR level was presented as both a support function and 

implementation function. The implementation process referred to the upholding of 

national HR policies. From this process the support function, for various business units 

and hotel properties, was to ensure that policies etc were “regionalised” to 

accommodate both legislation and laws (e.g. national training standards, equal 

employment opportunity, state and federal awards, occupational health and safety), 

together with the unique requirements of individual hotel properties. The 

implementation of national policies at a regional level required long term planning, 

projects and decision making at both a regional and hotel level. 

The hotel HR level identified a two fold process of implementing HR policies 

from the two higher HR levels, together with more operational components within 

individual hotel properties. The operational requirements included selection, 

employment and training within hotel properties. Interestingly the national HR 

representative noted that HR staff within a property were also responsible for the 

“...daily motivation of all staff and management to ensure profitable operation to meet 

expected goals ...”. 

Responses from the national HR representative as outlined in Figure 4.1 also 

provide an array of HR-fc directly available to, or impacting on, employees. These are: 

a nationally distributed employee newsletter, a website which allows access to the 

company chairman by any employees, an employee selection tool used by department 

managers or HR managers in the selection process of new employees, a national 
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intranet website containing all standardised (HR) information, a performance 

evaluation program, staff suggestion box, management trainee program. The arrows 

within this diagram identify that, with the exceptions of the employee selection tool and 

to some extent the employee newsletter, all of these HR-fc provide some form of two 

way communication with staff. The most information rich and dense of these 

components appearing to be the national intranet website. 

The national website contains: detailed content of in-house training courses, the 

employee handbook, sections for frequently asked questions and for recognition of 

outstanding staff contributions, the HR newsletter, positions vacant, various HR related 

statistical information, job descriptions, HR manuals, and master forms. The website is 

a central resource to all business units nationally and contains a comprehensive set of 

HR-fc. These central HR components are also supported by employee voice 

mechanisms. 

These mechanisms include direct employee contribution as seen through the 

specific website access to the company chairman where any employee can make 

suggestions, gain information or air concerns that they do not wish to do at their hotel or 

regional level. The staff suggestion box (an electronic process) also allows employees 

“...at the Coal Face...” to contribute ideas toward improving their work process, 

systems etc and in so doing giving staff a sense of being “...part of the big picture with 

their opinions valued”. 

From the employee development perspective (not forgetting the content of the 

national intranet website), two components which were particularly identified were the 

management trainee program and a performance evaluation program. Performance 

evaluation was considered something that happens at all levels together with the 

potential for employees to develop their career through a national management trainee 

program which is tied to management mobility throughout Zodiac. 
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Another specifically HR-fc identified by the national HR representative was an 

employee selection tool. This was an online process which prospective employees 

complete, producing an employment profile relating to personality which could be used 

as part of the employee selection process of the HR department and relevant department 

managers. The intent of this selection tool was the “... desire to get the right person for 

the job...”. 

The final HR-fc identified was the employee newsletter. The newsletter is a 

primary communication tool distributed to all employees from a national level. It 

presents a forum “... by which the corporation can celebrate what’s happening ...”. 

Again a broader themed intent of this process is for employees to see that they are part 

of a larger organisation “... whose policies and procedures are standard...” throughout 

all the operations. 

As can be seen from this first presentation of the constituent parts of the Zodiac 

HR-fc, it presents as an expansive and comprehensive array of systems, processes, 

procedures and components aimed at supporting, developing, leading and 

communicating with employees across the national network. Given this myriad of 

components it seemed appropriate to determine if any of these HR-fc were considered 

more ‘valued’ than the others, which the third and fourth questions of the survey 

probed. 

Question 3 & 4: Which are the ‘most important’ HR components? Why are 

these most important? 

To these questions the national HR representative considered the national HR 

level, the individual hotel property HR level, and the national intranet website the most 

important features of the HR-fc. The national HR level was seen as a driving force in 

setting HR goals and standards together with developing the national systems which 

would be used to achieve them. The process was seen to be closely linked to the hotel 
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operational HR level which was responsible for the various HR resources and their use 

within hotel properties. The focus directed toward driving organisational performance 

in this area. The final HR-fc considered most important was the national intranet 

website. Not surprisingly, this comprehensive set of HR systems, processes, tools etc 

were considered a critical and central component to driving the HR function. 

As these questions completed the review and clarification of the Zodiac HR-fc, 

the second questionnaire on the HR-fm was analysed. Its primary aim was to 

understand how the various support mechanisms etc. found within the framework 

components were associated with what in fact was measured by Zodiac in the HR-f. 

4.3.2.2. HR- Framework Measures (HR-fm) 

Results in this section are presented in the same format as for the Framework 

Components. 

Questions 1 & 2: The HR framework is assumed to provide support or a means 

by which employees can achieve desired performance. Does the list attached cover all 

ofZodiac’s HR framework measures of employee performance? That is, the measures 

put in place to monitor and manage employee performance. If not what is missing? 

These two questions (shown combined) sought to review the findings of this 

researcher and make sure that no operational HR measures were missed. Figure 4.2 

provides an outline of Zodiac’s national HR-fm as determined from the researcher’s 

investigations and subsequent responses to this question by the national HR 

representative. Responses to these questions presented three areas where HR-fm were 

identified, namely: those which directly related to employees (Figure 4.2), HR monthly 

reporting from individual hotels, a regular HR audit within individual hotels. 



90 

 

Reservations  
Service Survey Employees

C
u
s
t
o
m
e
r
 
S
e
r
v
i
c
e
 
S
u
r
v
e
y 

 

Employee  
Views Survey 



 

Conference Service Survey 

Figure 4-2 Zodiac HR Framework – Employee Related Measures Chart 

Of the four HR-fm which centered on employees, three measured the service 

provided by employees in general customer service, the making of reservations, and 

service associated with the running of conferences. The customer service measure was 

seen as providing invaluable feedback with new ideas coming from guests together with 

any problems or feedback they had. More broadly, it allowed for monitoring trends and 

desires of the various hotel customer markets. With the reservations survey it was seen 

as a measure of evaluating efficiency and yield on room rates, together driving 

increased hotel bookings. The third survey, conference service, was a way of measuring 

and evaluating customer service, market trends and customer needs. Such information 

being used in planning future service types, function requirements and staff needs. 

The fourth measure was somewhat different in that it was a measure generated 

by an employee views survey (EVS) (explained in detail in Section 4.4) on their views 

and opinions of various aspects of their work life in Zodiac. Its use was identified at 

both a national and hotel organisational level, as it allowed for observation and action of 

“... constructive differences felt by staff members”. As such it was seen as a way of 
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actioning needed change while making management and staff responsible for the 

change. It was considered as central to “... ensuring valuable input that will enhance 

customer service and efficient, happy and profitable operations”. It was not the 

employee being ‘measured’ but the employee ‘measuring’ the organisation and in turn 

being responsible for any change or actions to be taken. 

As previously mentioned there was also a HR monthly report from individual 

hotels. The report presented a substantial array of figures relating to every department 

within a hotel. Major areas of this report were demographic in nature identifying 

percentages of males and females, full time, part time, and casual staff. Staff turnover 

was also a focal point with various turnover figures identified per department, 

employment type, and gender. Attached to these figures was a category which 

identified the length of service of employees who had left Zodiac, together with figures 

relating to staffing costs included compensation, benefits, and training. In line with 

training was a report section on the mobility of staff which listed staff transfers, the 

nature of how staff were recruited and redundancies. 

Accompanying this was a category which detailed various workplace health and 

safety facets such as accidents and claims together with the cost of sick leave. The 

report was extremely detailed in nature and was considered by the national HR 

representative as an “...invaluable report to show department managers and regional 

managers utilisation of staff and its effect on profitability”. Given the detailed required 

within this report is was not surprising that a HR audit process was also identified. 

The HR audit is “... usually completed annually and is a simple checklist to see 

if all Zodiac, and legal requirements, were being met, and was not compulsory and 

some hotels only have one every 2 years or so”. It encompassed the areas of 

recruitment and selection, performance management, employee communications and 

rewards, staff maintenance, traineeships, remuneration, industrial relations, workplace 
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health and safety, and an ‘others’ category which includes such items as HR statistics, 

EEO and human resource plans. 

Questions 3 & 4: Which are the ‘most important’ employee performance & HR 

measures? Please explain why these are most important. 

In responding to this question and request, the HR representative listed the EVS 

and the HR monthly report as the most important measures of performance. The EVS 

was considered to give “... real info on engagement of staff from their eyes” and to “... 

assist to drive required actions to improve customer, employee and shareholder 

satisfaction”. As for the HR monthly report it was viewed as an enabling device for 

property HR and department managers to assist in detecting “... trends and establish 

methods to avoid challenges”. As it was monthly it allowed for a timely way to monitor 

the various areas and allow for quick action when required. Interestingly, during an 

interview discussing these measures the HR representative said that if I (this researcher) 

were to ask the same question of the hotel HR managers they would say the staff 

turnover rate, within the HR monthly report, was the most important HR measure. 

Interestingly both of the EVS and HR monthly report would appear to represent 

the measurement of performance of the HR function, with no mention of any measures 

of individual employee performance, at this stage. 

4.3.3. Discussion 

When considering the results of this stage of the research a number of 

observations can be made. Without doubt Zodiac contains an extensive array of HR-

framework components and HR-framework measures which combine to present as a 

comprehensive HR-framework. As such it is projected into the organisation from a 

national level, through a regional level, into an individual hotel operational level. The 

various systems, policies and procedures have been developed and are continuously 

refined to deliver a consistent HR practice throughout the organisation. In all, from this 



93 

first view of HR within Zodiac one finds a seemingly comprehensive and sophisticated 

system which meets all HR requirements that would be expected to be found in a large 

MNC chain of hotels operating within the Australian context. However, while the 

results of determining the HR-fc presented a comprehensive system, identification of 

the HR-fm did present some items in need of further consideration. 

The HR-fm presented from three areas, namely a set of ongoing customer 

services surveys, a HR monthly report and an EVS. Of these, the customer service 

surveys are not surprising forms of performance measurement and would be expected 

processes within such a service intense industry. (One could consider that in fact the 

results of these surveys may be viewed as the ultimate outcome measures of employee 

performance in the customer service encounter with hotel guests). As for the HR 

monthly report, while comprehensive, it did have a refined focus on matters relating to 

staff turnover. Perhaps not surprising within this industry given high rates of staff 

turnover. However when accompanied by the comment from the HR representative that 

hotel HR managers would consider staff turnover statistics the most important measure 

of HR-fm, then it requires ongoing consideration in this research. 

Of possibly more immediate importance was the need to clarify matters 

surrounding the EVS. This survey stands out as the first time this research hears the 

employees’ voices. Further, the way this survey is structured, administered, and in turn 

how its results are acted on, needed to be clarified. Its importance to this research is 

further highlighted by its identification as being the other most important HR measure, 

as identified by the national HR representative. 

4.4. Part 3 - Exploring the Employee Views Survey 

This section will present data and information surrounding the use of an EVS by 

Zodiac which uses the survey as a “... strategic, administrative and operational 
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management tool” (national HR representative), considering it one of the most 

important features relating to the measurement of HRM and employee performance. 

This view identified the survey as a relevant and potentially important instrument for 

this research to explore. The survey is undertaken annually and is administered to all 

employees nationally, who complete it anonymously on-line within their operational 

areas. The process is managed internally by a Zodiac department (not an independent 

company). 

4.4.1. Method 

4.4.1.1. Participants 

As any mention of the number of respondents in this EVS may identify the 

industry partner none will be made, except to identify that over 2,000 employee 

responses were explored. Respondents were from all levels and operational areas of the 

organisation, demographically and geographically diverse, working as casuals, part-time 

and full-time employees. The bulk of respondents represented employees working 

within hotel properties and subsequently working in line staff positions. 

4.4.1.2. Procedure 

In order to begin to understand the EVS, in the light of the preliminary findings, 

the researcher sought to obtain a copy of the most recently completed EVS data set. 

This initially experienced some resistance from the department within Zodiac which 

managed the EVS, however with the continuing strong support of the national HR 

representative it was made available. Unfortunately, it was made available without any 

‘descriptors/identifiers’ which could provide details regarding individual hotel 

properties and departments, together with the omission of responses to two open 

questions and a request at the end of the survey. It was however the complete national 

data set. 
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At this stage of the study the researcher did not continue to press for the omitted 

EVS information as numerous discussions, time and effort had already been undertaken 

to get to this point. Rather it was considered more appropriate to continue to build 

rapport with the EVS administering department and consider what EVS data and 

information was made available. If then detailed/identified EVS outputs were required 

they could be pursued from a more informed position in the following stages of the 

research. 

4.4.1.3. Zodiac’s EVS and its Administration 

The actual EVS document is not appended to this research for reasons of 

confidentiality as Zodiac would be easily identified from its format, content and 

structure. However it is described in the following paragraphs with a substantial number 

of items (slightly modified) included in tables as required. 

The survey comprises six initial demographic questions: What department do 

you work in? How long have you worked there? What is your employment status? What 

is your job level? How long have you worked for Zodiac? What is your gender? The 

balance of the survey contains thirteen sections, headed: Customer Service, My 

Supervisor, My General Manager, Corporate Leadership, Training and Development, 

My Work Team, Performance Management, Reward and Recognition, Employee 

Involvement, Communication, Safety, Vision and Direction, My Satisfaction, and 

Organisational Commitment. 

There are between three and ten items listed under each of the section headings 

with a total of 59 items. The survey consists of two parts, one which asks employees to 

‘Please indicate, by ticking the appropriate circle, the extent to which you agree or 

disagree with each statement’ (Agreement ranking) and the other part which asks 

employees to ‘Please indicate, by ticking the appropriate circle, how important this 

aspect is, in keeping you motivated and satisfied at work’ (Importance ranking). That 



96 

is, each item asks the employees to rate their current level of satisfaction together with 

their rating of how important it is to them. 

Employees complete 118 item responses in total [59 Employee Current 

Satisfaction and 59 Employee Importance]. The Agreement items are ranked on a four 

point Likert Scale with: 1 ‘Strongly Disagree’, 2 ‘Disagree’, 3 ‘Agree’, 4 ‘Strongly 

Agree’. A ‘Not Applicable’ ranking is included at then end of the four rankings. The 

Importance side of the survey has four point Likert Scale response options of : 1. ‘Not 

at all Important’, 2. ‘Not so Important’, 3. ‘Somewhat Important’, 4. ‘Very Important’. 

The survey finishes with two open questions and a request: What is the best thing about 

your current place of employment?, If you could make one change at your current place 

of employment, what would it be?, Finally, please use the space provided below to 

make any comments that you feel are relevant to this survey. 

4.4.2. Results 

The national HR representative advised that Zodiac’s interpretation of the EVS 

outcomes had been focused primarily on the ‘Employee Current Satisfaction’ part of the 

survey, with less attention being given to the ‘Employee Importance’ side. When asked 

why this was, they advised that this had occurred because “... employees think 

everything is important”. (It would appear that the Employee Importance part of the 

survey is viewed of as having little relevance.) Zodiac score and interpret the EVS by a 

fundamental aggregation of the top two rating scores on each item i.e., 3 ‘Agree’ and 4 

‘Strongly Agree’. If the overall response to the particular item combines to be at least 

80 percent or more it is generally considered an acceptable result. A response of less 

than 80 percent requires the respective hotel/department to take steps to improve 

performance in that area. Clearly, the EVS forms an important part of Zodiac’s HR 

system providing an invaluable insight into a variety of HR issues and practices. The 

information provided by the national HR representative up to this point, together with 
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an initial review of the EVS, has presented a number of matters to be further explored 

and considered. 

The results presented in this section occur through the progressive application of 

quantitative and qualitative exploratory methods as determined by the nature of the 

unfolding data and information from the EVS. 

4.4.2.1. Critical Analysis of Zodiac’s EVS Rating Criteria 

Initially, exploration of this descriptive data was focused toward Zodiac’s use of 

an 80 percent aggregated response to Agree and Strongly Agree ratings (representing 

satisfactory ratings), together with the use of rating the importance of EVS items. To 

clarify and understand these two areas, and to better inform and critically analyse the 

EVS, three criteria were established. 

■ Agree and Strongly Agree responses were disaggregated. This allowed for 

contrasts in the percentage of Agree responses and Strongly Agree responses, by 

identifying Agree response rates which were twice that of the Strongly Agree 

responses. The importance of the volume of Agree responses in an even 

numbered scale was that they presented a possible borderline skewed response 

pattern towards an Agree response (McConnell, 2003), i.e. a fundamental 

weakening in interpretation of the aggregated Agree/Strongly Agree response. 

■ The Disagree and Strongly Disagree response rate percentages were considered  

in relation to the Agree and Strongly Agree responses. Items with response rates 

of 15% or more for the Disagree and Strongly Disagree responses combined 

were identified. 

■ The importance rating of items was explored by arbitrarily accepting that if at 

least 50 percent of employees thought an item was Very Important (the highest 

rating) then it should be considered a highly relevant item. 
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These evaluating criteria were used as they presented useful margins for 

comparison. That is, if items were to fall within these criteria they would be presenting 

obvious points of interest, or concern from a business perspective. For example, the 

first item in Table 4.2 refers to how well departments within a respondent’s 

hotel/business unit communicate with each other, identifying a high Agree response 

pattern (not Strongly Agree), together with a 30.3 percent aggregated disagree response 

rate with at least 50 percent of staff considering this area very important. 

When margins for improvement in business are often considered in percentage 

point gains, having 30.3 percent of your employees identifying a weakness, by 

disagreeing, with such an important area as inter-department communication is 

extremely valuable information and of extreme concern, one would think. Therefore, 

efforts to make improvements with ‘figures’ of such magnitude (more precisely the 

dynamics by which they came about) must be of a direct benefit to an organisation. In 

this research such outstanding findings contribute to raising attention to issues relating 

to various dynamics which may or may not be involved in the nature of the HR-f and its 

associated measures and components. 

A content analysis approach was also used in conjunction with the three criteria 

previously outlined; considering which items were identified and whether they formed 

any categories of response (Haney, Russell, Gulek, & Ferros, 1998) which lend to 

clearer understandings of the findings. By using these three criteria and content analysis 

it was possible to extract from the EVS data two category sets of items (Table 4.2), one 

which contained all three evaluating criteria and one set which contained two of the 

evaluating criteria. These fell within one general overarching concept of 

Communication with the strongest and most negative response category being 

Communication Isolation of Employees with the other set being Job Isolation of 

Employees. Also there was only one item identified which met all three criteria but did 
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Table 4.2 

Extracted Categories and Items from the EVS 

Category - Communication Isolation of Employees 

Agree responses 
at least twice that 
of Strongly Agree 

responses 

Total Strongly  
Disagree and  

Disagree  
responses 

At least 50%of staff 

consider this 
‘Very  

Important’ 

Departments in my hotel/business units communicate well 
with each other 

* 30.3% 
� 

My contribution is adequately recognised * 27.6% � 

I have an understanding of what is happening outside of my 
hotel/business unit 

* 26.4% 
� 

I have opportunities to be involved in workplace changes * 24.0% � 

Senior management communicates effectively with staff * 23.4% � 

I get enough information about what is going on in Zodiac * 20.3% � 

I know what is happening in my hotel/business unit * 19.8% � 

Senior management listens to staff members * 18.9% � 

* I am paid appropriately for my job as laid out in my 
Award/EBA/Agreement [*This item falls outside both 
category themes but meets criteria] 

* 23.0% 
� 

Category - Job Isolation of Employees 

   

I am recognised for putting in extra effort  32.3% � 

I get enough feedback about my work performance  27.1% � 

I have the opportunity to contribute to important decisions 
within my workplace 

 25.2% 
� 

Promotion decisions are based on demonstrated ability  22.3% � 

I am provided with sufficient training (i.e. on the job and/or 
through other internal training courses) 

 20.0% 
� 

I am satisfied with the benefits I receive at Zodiac  19.1% � 

My work is personally rewarding  18.4% � 

There are opportunities for me to progress further in this 
organisation 

 18.1% 
� 

The work I do is interesting and challenging  17.7% � 

I intend to stay and develop my career with Zodiac  16.9% � 

My supervisor treats all employees fairly  16.6% � 

I have a clear understanding of the goals and direction of my 
hotel/business unit 

 16.4% 
� 

My opinion on work related issues is valued  15.8% � 

I am provided with the safety training and equipment to do 
my job effectively 

 15.6% 
� 
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not fall within the two themes, namely ‘I am paid appropriately for my job as laid out in 

my Award/ EBA/ Agreement’ 

The Communication Isolation of Employees category contained eight items 

which all had high Agree response rates, high aggregated Disagree response rates, 

together with at least 50 percent of employees considering these items Very Important. 

The second category, Job Isolation of Employees, contained fourteen items and met two 

of the three criteria. Again the category was generated from meeting the criteria of high 

levels of Disagree/Strongly Disagree response rates, together with at least 50 percent of 

employees considering the respective items within the theme Very Important. Between 

these two categories twenty three of the fifty nine EVS items were identified, toward 

half of the total EVS items. 

Of the thirteen EVS sections the Customer Service, My General Manager (at my 

hotel/business unit) and My Work Team section had no items identified using the 

evaluation criteria (Table 4.3). As such these EVS sections were more consistently 

perceived and positively scored by Zodiac employees. Of the negative responses 

(disagree/strongly disagree) the Communication Isolation of Employees category 

contained eight items, with most understandably located in the Communication section 

of the EVS with the other items found in three other sections. Items from two EVS 

categories were also present in the Job Isolation of Employees category. Within this 

category, ten items were identified coming out of six EVS sections, with the sections of 

My Satisfaction and Organisational Commitment, and Training and Development each 

presenting three items with the remaining EVS sections identifying one item each. To 

expand on the information provided by these descriptive statistics further analysis of the 

EVS was undertaken. 
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Table 4.3 

Number of Negative Response Items per EVS Section 

EVS Sections 

Identified Categories 

Communication  
Isolation of  
Employees 

Job Isolation of 
Employees 

Customer Service 0 0 
My General Manager 0 0 
My Work Team 0 0 

   

Communication 4 0 

Corporate Leadership 2 0 
Reward & Recognition 1 2 
Employee Involvement 1 2 

   

My Satisfaction & Organisational Commitment 0 3 
Training & Development 0 3 
My Supervisor 0 1 

Performance Management 0 1 

Safety 0 1 

Vision & Direction 0 1  

4.4.3. Principal Components Analysis 

In an effort to better understand the data and determine some level of internal 

validity to the EVS principal components analysis (PCA) was used. Firstly however, 

during a preliminary exploratory PCA on the entire EVS, eleven components were 

extracted which appeared to form two separate subsets: these subsets are able to be 

described in light of the HRM literature. 

One subset within the EVS was be referred to as ‘Relational Practices’ because 

of its communication and interpersonal dynamics features, with the other referred to as 

‘Core Practices’ because of its focus on processes and system. (It seemed that the 

Relational and the Core subsets could be considered as perspectives of ‘Hard’ and ‘Soft’ 

HRM.) The Relational subset contained sections on customer service, employee 

involvement, and communication together with other relationship categories concerning 
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supervisors, general managers, and work team. The Core subset contained sections of 

performance management, reward and recognition, safety, vision and direction of the 

company, and satisfaction with Zodiac. 

This division of the EVS into the two subsets proved useful in exploration of the 

data, as will be demonstrated, especially considering that the researcher had no reason 

to consider the EVS as being psychometrically sound and unable to be disaggregated. 

PCA with an oblique promax rotation and Kaiser normalisation was performed 

through SPSS 14.0 on the 24 items of the Relational subset and the 35 items of the Core 

subset, with a sample in excess of 2,000 Zodiac employees. As the EVS was not 

developed by this researcher there was no theoretical foundation or a priori position 

from which the researcher approached the EVS and its data. As such it was likely that 

expected principal components may be correlated, therefore PCA was used initially as a 

means of data reduction as opposed to Factor Analysis to determine any potential inter- 

component correlations (Costello & Osborne, 2005; Tabachnick & Fidell, 2007). The 

component correlation matrices for both subsets identified that all of the extracted 

components were correlated to each other. Assumptions of normality, sphericity and 

sampling adequacy were met. 

4.4.3.1. Relational Practices Subset Analysis 

Initially six components were extracted with Eigenvalues greater than one, 

however one component contained items which were all complex. These items were 

removed with the subsequent analysis producing five components (Table 4.4) which 

explained 69.13% of the variance with the first component accounting for 41.72% of the 

variance (Table 4.5). While the SPSS Eigenvalue of one is a default setting it was 
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Table 4.4 

Relational Components from EVS 

Pattern Matrix 

 Components 

Informed 
&  

Involved 

Supervisor 
Rel'ship 

GM  
Support 

Customer  
Service 

My  
Work  
Team 

I get enough information about what is going on in      
Zodiac 0.856     
I have an understanding of what is happening 
outside of my hotel/business unit 0.856 

    

I know what is happening in my hotel/business 
unit 0.838 

    

I trust the accuracy of the information distributed 
to employees 0.736 

    

I have opportunities to be involved in workplace 
changes 0.736 

    

I have the opportunity to contribute to important 
decisions within my workplace 0.726 

    

My opinion on work related issues is valued 0.632     

I have enough information to do my job well 0.626     

Departments in my hotel/business units 
communicate well with each other 0.533 

    

I receive support from my supervisor  0.905    

My supervisor listens to me  0.890    

My supervisor is competent and effective  0.860    

My supervisor treats all employees fairly  0.852    

My General Manager listens to me   0.903   

I receive support from my General Manager   0.902   

My General Manager treats all employees fairly   0.901   

My General Manager is competent and effective   0.893   

Customer needs are given the highest priority in 
my hotel/business unit 

   

0.853 

 

My hotel/business unit delivers high quality 
services to its customers 

   

0.847 

 

Customers are satisfied with the services we 
deliver 

   

0.795 

 

My hotel/business unit has an understanding of its 
customers needs 

   

0.785 

 

I receive help and support from my co-workers     0.904 

People in my work group/department work 
together effectively as a team 

    

0.890 
My work group/department gets the support and 
cooperation it needs from other teams 

    

0.625 
Extraction Method: Principal Component Analysis. 

Rotation Method: Promax with Kaiser Normalization. 

Cronbach’s Alpha Reliability Values .901 .918 .922 .839 .775 
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accepted as the extracted components continued to make sense for interpretation and 

naming at this setting (Tabachnick & Fidell, 2007). All five components identified 

contained item loadings greater than 0.50. While one component only contained three 

items because they made sense, they were included. The five components were 

labelled: Informed and Involved (41.72% of variance), Supervisor Relationship, GM 

Support, Customer Service Perspectives, My Work Team. As can be seen in Table 4.4 

Cronbach’s Alpha values demonstrated all components to be reliable. 

Table 4.5 

Relational Practices Subset Variance 
Total Variance Explained 

Components 
Initial Eigenvalues 

Total % of Variance 
Informed &  

Involved 10.01 
 

41.72 
Supervisor  
Relationship 1.93 

 
8.05 

GM Support 1.83  7.64 

Customer Service 1.61  6.71 

My Work Team 1.20  5.01 

Extraction Method: Principal Component Analysis.  
 

4.4.3.2. Core Practices Subset Analysis 

Initially seven components were extracted with Eigenvalues greater than one, 

however the removal of complex items and subsequent analysis left six components 

(Table 4.6) which explained 68.13% of the variance with the first component 

accounting for 42.23% of the variance (Table 4.7). Again, while the SPSS Eigenvalue 

of one is a default setting, it was accepted, as the components extracted continued to 

make sense for interpretation and naming at this setting (Tabachnick & Fidell, 2007). 
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Table 4.6 

Core HR Practices Components from EVS 

Pattern Matrix 

 Components 

Career 
Views 

Snr Mgt 
Practices 

Reward 
&  

Recog’n

Company  
Goals 

Training  
& Devp’t 

Work  
Role 

I expect that I will be in this organisation in 12 
months from now 0.883 

     

I intend to stay and develop my career with  
Zodiac 0.880  
I am willing to put in the extra effort for Zodiac to 
achieve its goals 0.763 

     

I enjoy the work I do 0.758      
I am proud to work for Zodiac 0.743      
The work I do is interesting and challenging 0.726  
I tell others Zodiac is a good organisation to work 
for 0.724 

     

Overall I am satisfied with my current job at  
Zodiac 0.711  
Overall I am satisfied with my current place of 
employment 0.657 

     

My work is personally rewarding 0.655      
Senior management is competent and effective  0.899     
Senior management listens to staff members  0.895     
Senior managers beyond my hotel/business unit 
are good leaders 

 
0.880 

    

Senior management communicates effectively 
with staff 

 
0.871 

    

I am recognised for putting in extra effort   0.860    
My contribution is adequately recognised   0.845    
I am paid appropriately for my job as laid out in 
my Award/EBA/Agreement 

  
0.587 

   

I get enough feedback about my work 
performance 

  
0.568 

   

I am aware of Zodiac's strategic direction    0.895   
I have a clear understanding of Zodiac's direction 
and goals 

   
0.845 

  

I am aware of the 5 Zodiac values    0.826   
I have a clear understanding of the goals and 
direction of my hotel/business unit 

   
0.665 

  

I am provided with sufficient training (i.e. on the 
job and/or through other internal training courses) 

    
0.862 

 

The training I've received has improved my work 
performance 

    
0.844 

 

Zodiac is committed to the ongoing training and 
development of its staff 

    
0.774 

 

I know what is expected of me in my work      0.882 
I understand how my job contributes to the overall 
success of my hotel/business unit 

     
0.742 

The work performance/goals expected of me are 
realistic and achievable 

     
0.710 

Extraction Method: Principal Component Analysis.
Rotation Method: Promax with Kaiser Normalization. 
Cronbach’s Alpha Reliability Values .927 .916 .836 .866 .818 .750 
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Table 4.7 

Core Practices Subset Variance 
Total Variance Explained 

Components 
Initial Eigenvalues 

Total % of Variance 

Career Views 12.67 42.23 
Snr Mgt  
Practices 2.25 7.51 

Reward &  
Recognition 1.65 5.51 

Company Goals 1.55 5.17 
Training &  

Development 1.18 3.95 
Work Role 1.13 3.75 

Extraction Method: Principal Component Analysis.  

The six components identified all contained item loadings greater than 0.50. 

While two components only contained three items these items continued to make sense 

and were included (Tabachnick & Fidell, 2007). The six components were labelled: 

Career Views (42.23% of variance), Senior Management Practices, Reward and 

Recognition, Company Goals, Training and Development, Work Role. Cronbach’s 

Alpha values for these components demonstrated all to be reliable (Table 4.6). 

As PCA enabled the extraction and identification of sets of components which 

structurally related to Relational interpersonal facets of employee responses and Core 

practices and systems experienced by employees, this allowed for further investigation 

of these components. 

4.4.3.3. ANOVAs of Extracted Components 

Further analysis was considered for the Relational and Core Practices subsets, 

together with the associated Importance rankings of items incorporated within the two 

subsets. To do this, a mean score across items within each component, within each 

subset was obtained, with this procedure also undertaken for the Importance ranking of 

items which made up each component. This step provided descriptive statistics and the 
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ability to run one way repeated measures ANOVAs on the components within each of 

the Relational and Core Practices subsets, together with their associated Importance 

rankings. While the descriptive statistics were obtained, and will be presented, the 

ability to usefully consider the ANOVA results was impeded. 

All of the ANOVAs showed that the means were significantly different between 

the components (all p-values < 0.0005) within each of the Core and Relational subsets 

and their associated importance ratings, however this was with an observed power for 

each analysis of 100 percent. Although the analyses indicated significant results, given 

that power was at ceiling, these effects were most likely due to the extremely large 

sample size (n > 2,000) used in this analysis. With such a large sample size a test can 

became overly sensitive which results in smaller and smaller effects being found to be 

statistically significant (Hair, Anderson, Tatham, & Black, 1998). However the 

descriptive statistics generated do provide some insight into employee responses, 

although only modest descriptions can be drawn given the large sample size and low 

variability between scores. 

4.4.3.4. Aggregated Core and Relational Components 

When comparing the Relational with the Core Practices mean component scores (Table 

4.8) which identify how strongly employees agree with EVS items, four of the 

highest five scores are Relational components with the other two scores Core Practices 

components. These components are Career Perspective together with Work Role 

Expectations which was the highest rating component. Only one Relational component 

rated in the remaining lower scores, namely that of Informed and Involved. 
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Table 4.8 

Agreement Rankings of Relational & Core Components 
Components Category * Mean SE 

Reward & Recognition C 2.94 .007 

Informed & Involved R 3.00 .006 

Company Values C 3.00 .008 

Views on Senior Management C 3.02 .008 

Training & Development C 3.16 .007 

Work Team Relationship R 3.24 .007 

GM Relationship R 3.25 .008 

Career Perspective C 3.29 .007 

Supervisor Relationship R 3.33 .008 

Customer Service Perspectives R 3.35 .006 

Work Role Expectations C 3.46 .006 
* C = Core Practices component 
* R = Relational Practices component 

 

This pattern is also generally observed within the ratings of how important the 

various components were to employees (Table 4.9). Again four of the five highest rated 

components were Relational with two Core Practices components included; these two 

Table 4.9 

Importance Rankings of Core & Relational Components 

Components Category * Mean SE 

Company Values C 3.28 .008 

Informed & Involved R 3.43 .006 

Views on Senior Management C 3.44 .009 

Career Perspective C 3.51 .006 

Reward & Recognition C 3.57 .006 

Training & Development C 3.57 .006 

GM Relationship R 3.60 .007 

Work Role Expectations C 3.61 .006 

Work Team Relationship R 3.67 .006 

Customer Service Perspectives R 3.75 .005 

Supervisor Relationship R 3.76 .005 
* C Core HR Practices component 
* R Relational component 

 

components are Training and Development together with Work Role Expectations 
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the remaining lower scores, namely that of Informed and Involved, also as per the 

previous category. 

4.5. Discussion EVS 

Initial analysis of the EVS responses found that employees were generally 

extremely conscious and positive about the purpose of their work with regards to 

customer service, together with a positive view of their general manager and the people 

they work with. This is evidenced by no EVS items identified in the negative response 

categories of Communication Isolation of Employees and Job Isolation of Employees. 

However, identified within these negative categories were significant numbers 

of employees who did not think positively about communication within their work 

environment in general, having similar negative views about how their own work effort 

was recognised and rewarded together with the way they personally felt about their jobs. 

Importantly the Communication EVS section recorded the largest number of EVS 

negative response items within the Communication Isolation of Employee category. Of 

particular interest in this observation was that communication would seem to be present 

and necessary within the positive EVS categories of Customer Service, My General 

Manager and My Work Team yet absent in other workplace dimensions. 

This general pattern continued to appear within the Relational and Core 

Practices subsets extracted from the EVS. Within the Relational subset were the 

components of Informed and Involved (41.72% of variance), Supervisor Relationship, 

GM Relationship, Customer Service Perspectives and Work Team Relationship. 

Further, when component means were compared the Informed and Involved component 

rated second lowest of all components, across both agreement and importance ratings, 

with Reward and Recognition lowest. Again, this is further evidence of an employee 

perceived weakness of, and need for, communication which allowed employees to be 

informed and involved. 
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Within this developing pattern, the Core Practices subset contained the 

components of Career Perspective, Views on Senior Management, Reward and 

Recognition, Understanding of Company Values, Training and Development, and Work 

Role Expectation; of which Work Role Expectation rated highest on component means 

across both agreement and importance ratings, followed by Customer Service 

Perspectives. Again, support is found for the notion that employees have a positive and 

clear understanding of their jobs, particularly as relates to customer service dimensions. 

Developing from this discussion seems a tension between employees’ positive 

views that they understand the nature of their job, the importance of customer service 

and what is required of them; against their negative views which continue to voice a 

dissatisfaction between the way they are rewarded and recognised, and a lack of being 

informed and involved which would be reasonably bound within a communication 

dimension. A need by employees for both ‘Hard’ HRM and ‘Soft’ HRM is identified 

across both the agreement and importance ratings, with initial evidence that perhaps the 

‘Soft’/Relational elements are desired and considered more favourably by staff than the 

‘Hard’/Core elements, as is particularly evidenced in the importance rankings. 

The nature of the Informed and Involved component is brought into further 

consideration by it rating second lowest of all components on both agreement and 

importance rankings (rated only ahead of Reward and Recognition, and Company 

Values respectively). That is, while employees rated it low in their levels of 

satisfaction, they also rated it lowly as to how important it was anyway. While this will 

be explored further in the following two stage chapters, initial speculation may be that 

employees are presenting a fait accompli position with regard to being informed and 

involved. 
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4.6. Unifying Chapter Discussion 

Presented are the findings of this first stage of the research addressed through 

the five guiding research objectives. The chapter will then be completed with a section 

of implications for the following stages of the research. 

Note, in order to manage the findings of the three respective research stages, 

discussions in each stage chapter are limited to that chapter solely; aggregation of the 

three stage chapters discussions will form the final Chapter 7 of this thesis. Further, as 

this researcher considers the discussion of the findings for this chapter extends beyond 

the scope of the current literature review the final chapter (Unifying Research 

Discussion and Conclusion) will also be used to incorporate relevant additional 

literature. 

Research Objective 1: To contribute to conceptualising HRM. 

Information about HRM in this stage has been derived from the national 

operational level of Zodiac which determines the overarching policies and frameworks 

to be used across all operations. From this perspective HRM can be seen as a function 

of the organisation, developed and empowered with a strategic intent; representing a 

macro level focus which considers HRM more strategically and task focused (Legge, 

1995). It can be considered as a HR framework (HR-f), comprised of HR framework 

components (HR-fc) which are presented in a consistent and unified form across the 

organisation (national, regional, hotel property and individual employee levels). 

Permeating the HR-f, and its dynamic environment, are the HR-fc, administered 

and implemented though various forms of communication. These forms of 

communication occur between HR management and staff (e.g. HR operational function 

at hotel property level), customers and staff (e.g. various forms of customer feedback 

mechanisms), and staff and staff (e.g. Intranet, employee newsletter). Absorbed within 

this communication dynamic are the HR practices of recruitment and selection, training 
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and development, performance management, career development, reward and 

recognition, and workplace health and safety, developed nationally and regionally, and 

uniformly operationalised in hotel properties. Such practices are presented as policies, 

and are made available as required in various forms across the Zodiac network. At this 

level the HR-f appears as an ‘action potential’ (analogous to the firing event in a 

neuron), provided through the capacity of the HR-fc. That is, HRM has the framework 

from which to be potentially applied and realised. 

While considering the HR-f of Zodiac, the Multiple-Role Model for Human 

Resources (Ulrich, 1997), used as a guiding conceptualisation for this research, presents 

its initial utility and application. That is, even from a macro perspective HRM appears 

as a shared process from the national level, through to the regional and hotel levels of 

Zodiac (evidenced further in following discussions). Tied to this objective of the 

conceptualisation of HRM is the conceptualisation of employee performance. 

Research Objective 2: To contribute to conceptualising employee performance. 

The employee performance measures (HR-fm) are seen as the results of whether 

the communication of the HR-fc has been successful throughout the Zodiac network, 

where and as required (again, analogously, the successful communication of neurons 

firing reaching various parts of the body with the desired ‘messages’). 

Various HR-fm identified in this stage of the research related to customer 

service surveys throughout various hotel operational areas, together with an EVS, and 

HR monthly reports, of which the two most important were the EVS and HR monthly 

reports. Clearly, the measures of customer service present strongly and are not 

surprising in such a high service industry. Interestingly when also considering 

employee performance the EVS and HR monthly hotel reports were identified, both of 

which do not actually measure employee performance. 
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While the question seeking measures of employee performance was direct, it 

appears that the EVS and HR monthly reports are in fact potentially more measures of 

the HR-fc, and not actual measures of employee performance. That is, if the various 

elements of the HR-fc are operating correctly then it seems Zodiac considers that 

positive indicators should present in both the EVS and HR monthly reports; these two 

measures seeming to act more as diagnostic indicators. Such indicators identifying the 

effect of the HR-fc and in turn potential indicators of employee performance, together 

with potentially being predictors of future employee performance (following Research 

Objective 4, Figure 4.3 will clarify). 

While the guiding conceptualisation of performance (Campbell, McCloy, Oppler 

& Sager, 1993), represented by P = f(A, M, O), perhaps does not clearly apply at this 

level of the research it is however useful to initially consider. As the abilities, 

motivations and opportunities individuals experience are part of their social and family 

life, they are also part of their employment life. Given that Zodiac presents an 

apparently significant array of HR components (e.g. training and development) it would 

be expected that they would, within such a dynamic system, impact variously on 

employees. It is expected that this potential impact may be identified within the 

following stages of the research. 

Research Objective 3: To develop a theoretical model which assists in 

explaining the HR function and employee performance relationship within an 

Australian hotel industry environment. 

Figure 4.3 presents a model of the national HR-f for Zodiac derived from 

information obtained during this stage of the research. The model identifies the HR-fc 

with the components presenting a potential for their utilisation across the Zodiac 

network. It is considered that the actual utilisation of these components within Zodiac 

can then be identified and measured in some of the HR-fm, which at this stage are 



HR-fc 

National HR  
Regional HR  

Hotel HR 

Employee Newsletter  

Access to Chairman  

Employee Selection Tool 

National Intranet  
(all HR policies,  

practices, staff vacancies  
etc) 

Mgmt Trainee Program  

Staff Suggestion Box  

Perf. Evaluation Prog. 

HR-fm 

Employee  
Performance  

Outcomes 

Customer Service  
Survey 

Conference Service  
Survey 

Reservations  
Service Survey 

Performance Mgmt  
outcomes 

 

Employee Values 
Survey 

HR Monthly 
Report 

Diagnostic 
Indicators

HR Audit

HR-fm
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considered to be, and are referred to as, ‘diagnostic indicators’ and ‘employee 

performance outcomes’. Diagnostic indicators provide information on some of the 

Prescriptive Actions 

Prescriptive Actions 

Figure 4-3 General Working Model of the National HR Framework Dynamic 

results of the utilisation of the HR-fc. As such, the diagnostic indicators provide a 

backward looking/historic marker while also having the potential to allow for forward 

looking considerations. That is, the utilisation of the HR-fc acts upon Zodiac 

employees whose response to these component dynamics can be measured, to some 

extent, by the diagnostic HR-fm e.g. employee survey results. In turn, analysis of the 

various HR-fm can provide feedback into the HR-fc allowing for any adjustments or 

prescriptive action to be taken. 

The other HR-fm are identified as employee performance outcomes which may 

represent the true measure of at least combined employee performance, as opposed to 

individual performance. The link between the HR-fm diagnostic indicators and these 

measures being potentially only indicative, as the diagnostic indicators may or may not 
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reflect the nature of these performance outcome measures. The employee performance 

outcome results also feeding back into the HR-fc, providing the potential for adjustment as 

required. 

As this model was derived from information gained, and further interpreted, 

from the national HR representative it is also useful to consider it in light of the 

additional exploration of the EVS. Descriptive analysis of the EVS identified the two 

broad themes of Communication Isolation of Employees and Job Isolation of 

Employees. Paradoxically it would seem that while the HR-f of Zodiac presents 

substantial communication capability across various components, employees seem to be 

voicing that communication is the area they are most dissatisfied with. Further, this 

paradox appears to extend to the Job Isolation theme, and also includes the nature of 

how employees feel about their job prospects. That is, while Zodiac also has substantial 

core HRM infrastructure concerning training and development, promotion etc 

employees are also dissatisfied with these HR components. 

While it is difficult to state definitively, given the general nature of the initial 

information and data provided, it would appear that the espoused reality of HRM by 

Zodiac and the perceived reality of employees may be incongruent, even at this first 

stage. 

Research Objective 4: To posit an explanation of the resolution to ‘the black box’. 

At this time it would be somewhat premature to consider this objective. While 

the formative theoretical model begins to give a broad understanding of the HRM 

dynamic in this environment, from a macro perspective, it does not contribute usefully, 

as yet, from a micro perspective. Subsequent research stages should contribute further 

to addressing this objective. 

Research Objective 5: To posit an effective methodology within which to 

research allied phenomena. 
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Again while it is premature to consider the research approach and methods to 

date, as to their effectiveness, they appeared to have yielded useful data and information 

across a broad research frame i.e. a national HRM function; this together with providing 

a useful initial insight into how employees are impacted upon and become part of that 

function. Further the utility of a staged approach, this being the first stage of three, has 

established and organised and informed means for proceeding through into the next 

stage. Of course, this is yet to be seen. 

4.7. Implications for the Following Research Stages 

Remembering the overarching research question which asks ‘How does HRM 

contribute to employee performance?’ this first stage of the research has posed some 

immediate queries. These surround issues such as: If Zodiac presents a consistent and 

unified HR-f built on communication, why then do so many employees appear to be 

dissatisfied with communication within the ‘system’, together with their individual jobs. 

It would seem that the way HRM is operationalised within hotel properties requires 

further investigation. In so doing considerations of how the function is aligned with the 

employees’ expectations or perceptions is required. 

In order to consider this alignment and related issues it would appear that the 

way the HR-f is viewed and enacted within individual hotels will need to be considered 

from the most senior GM level, through department levels and into the line staff level. 

This alignment of the HR-f will then need to be presented together with a refinement on 

the nature of what constitutes employee performance. 

While Figure 4.3 provides a guide, at least at a national level, to what constitutes 

HR-fc and HR-fm, the analysis of the EVS suggests that there may be other issues 

effecting employees’ engagement with Zodiac’s HR-f. Implications of this seem likely, 

with this initial model requiring refinement and adjustment as the research progresses 

further into the operations of each of the three hotel properties. 
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As previously stated the following two chapters represent the remaining two 

stages of the research which take the form of case studies undertaken in three hotel 

properties. The next chapter explores management levels while the final chapter looks 

into the line staff level within each of the hotels. Information outlining the nature of the 

research in these chapters will be presented in their introductions. Exploration in these 

subsequent chapters is guided by this first exploratory stage of the research. Chapter 5 

now enters the management levels of the three hotel cases. 



 

Part 1 

Part 2  

Part 3 

Figure 5-1 Stage 2 Parts of Case Study Hotels Management Levels 
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CHAPTER 5.0 

STAGE 2 - INVESTIGATION AT MANAGEMENT LEVELS IN CASE HOTELS 

5.1. Introduction 

This chapter presents data and information from Stage 2 of the research which 

developed out of the findings and outcomes of the preceding stage (Chapter 4), with the 

methods used continuing to explore and focus the research. While Stage 1 presented 

data and information gained from Zodiac’s national HR level, this stage explores 

Zodiac’s HRM and employee performance relationship, for the first time, at 

management levels within the Aries, Leo and Taurus case hotel properties. 

At this research stage each of the hotels are explored as case studies (Figure 5.1) 

with information and data presented in this stage coming from a parallel approach 

across the three hotel management levels, forming the three parts to this chapter: 

General Manager Level (Part 1), HR Manager Level (Part 2), and Department 

Management Level (Part 3). Table 5.1 outlines how this stage developed. Zodiac’s 

national HR representative provided the initial research orientation to the hotels GMs 

Aries  
General Mgr x 1* 

Leo  
General Mgr x 1 

Taurus  
General Mgr x 1 

 
HR Mgr x 1 

Dept Mgmt x 8 

Front Office 

Food & Bev. 
Conf. & Cater. 
Housekeeping 

HR Mgr x 1 

Dept Mgmt x 8 

Front Office 
Food & Bev. 
Conf. & Cater. 
Housekeeping 

HR Mgr x 1 

Dept Mgmt x 8 

Front Office 
Food & Bev. 
Conf. & Cater. 
Housekeeping 

* Denotes the number of participants within each hotel and level 
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and HR Managers which was followed up by formal letters of introduction from the 

researcher. 

Access to hotel department management was arranged by the respective hotel 

HR Managers with letters of introduction from the researcher. The chapter concludes 

with a unifying discussion of how the findings of this second research stage address the 

overarching research question and guiding research objectives, with consideration of 

how these findings inform the final research stage (Chapter 6). 

Table 5.1 

Stage 2 Overview of How the Research Progressed – 3 Hotels 

Preliminary Introductions to Case Hotel’s General Managers 
Gained access to the three case properties through the cooperation of the national HR 

representative: 
- National HR representative initially advising property GMs of research, and gaining their 

support 
- Letter of introduction and background from the researcher to the GMs advising of the 

process (on-forwarded to them via the national HR representative) 

Part 1 – Human Resource Managers
- Initial introductions and research background presented to HR Managers by national HR 

rep. 
- Letter of introduction and background from the researcher to the HR Managers 
- Self administered emailed questionnaires forwarded to HR Managers 
- Follow up interviews with HR Managers to discuss questionnaire responses and to build 

rapport 

Part 2 – General Managers 
- Self administered emailed questionnaires forwarded to GMs 
- Follow up interviews with GMs to discuss questionnaire responses 

Part 3 – Department Management
Two representatives from each of the four largest departments in each property 

(maximum of 8 representatives from each property) 
- Initial introductions and backgrounding done by respective hotel property HR Managers 
- Letters of introduction and background from the researcher to the department management 

participants advising of the process 
- Self administered emailed questionnaires forwarded to department management 

participants 
- Follow up interviews with department management to discuss questionnaire responses and 

to build rapport (especially for access to their line staff for the final research stage, see 
Chapter 6) 
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5.2. Part 1 – General Manager Level 

This is the first of three chapter parts which explores the GM level within Zodiac 

case hotels. 

5.2.1. Method 

5.2.1.1. Participants 

Participants at this most senior management level within each of the three case 

study hotel properties were the incumbent General Managers at that time, a total of 

three GMs. 

5.2.1.2. Instrument – Self Administered Questionnaire 

The questionnaire design (Appendix C) was based on the outcome of findings 

from Stage 1 together with a continued focus of the intent of the research to explore the 

HRM / employee performance dynamic. The GM level questionnaire provides a 

template from which the other two levels of management questionnaires were designed, 

with any variations to these other management level questionnaires presented within 

their respective chapter parts to follow. Research academics expert in the field, who 

have substantial experience in academic social science research within this industry 

context, reviewed the questions to assure content validity. 

The central focus of the questionnaire was to understand the respondents’ 

perception of performance and how it is achieved. This works toward the core of the 

overarching research question of: ‘How does HRM contribute to employee 

performance?’ As ‘employee performance’ is only one area of performance 

measurement it was considered that the questionnaire intent should commence by firstly 

identifying all forms of performance measurement, then identifying the employee 

dynamic within performance, and finally, focusing on the relationship between the two. 
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This foci, and the relevant questionnaire items which comprise it, are referred to as the 

Performance Characteristics Concept (PCC). 

Secondary foci of the questionnaire considered the nature of what characterises 

successful managers and staff, and the role of the HR Department in the operational 

process. In line with the overarching research question these two areas continue to drill 

down into understanding the role of employees within their work environment and how 

the HR Department is involved in the overall HRM function. 

Note: It is worth distinguishing at this time that HRM is part of broader 

management functions/systems in general and that HR Departments are operational 

areas involved in the administration and application of some of these functions/systems 

etc. This is in line with the Multiple-Role Model for HRM (Ulrich, 1997) incorporating 

the shared responsibilities conceptualisation used in this research. This differentiation 

is presented as the researcher has identified that within the literature, and within the 

case properties, HRM sometimes appears to be considered as what solely the HR 

Department does; in turn the HR Department and HRM becoming strangely 

synonymous. Given this, the various questionnaire items did not use the term HRM, so 

as to not confuse employees with the HR Department, and to allow for those policies 

and practices of the HR function to naturally present. 

Important to the design of the questionnaire was that the true intent of the 

research questions was masked by not directly referring to HRM or focusing on solely 

employee performance, so as to not unduly guide, prime or isolate respondents and 

narrow the focus of responses, and potentially miss related matters. Further, the 

questionnaire process importantly allowed for modification of questions between the 

three different management levels. While the research focus remained constant, 

necessary question adaptation to accommodate the different management levels was 

required. 
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As part of this adaptation and the overall design of the questions, used within 

each management level, was the predetermined grouping of certain related questions. 

These groupings are referred to as concepts and are identified in the following section. 

5.2.1.3. Question Rationale 

The questionnaire for the GM level, together with the other two management 

levels, contained the following common questions grouped under the concepts of 

Performance Characteristics and Successful Employee Characteristics. These questions 

are now presented together with a brief rationale. 

Performance Characteristics Concept Questions 

 What do you consider to be the most important measures of hotel performance, 

and why are they important? 

This question provided a general orientation toward hotel performance as 

perceived by the different levels of management and clarifies actual performance 

measures. 

 What systems or processes are used to support or drive the achievement of these 

measures? 

At the level of GM it was considered all measures of hotel performance needed 

to be investigated further. Given the all encompassing nature of a GM’s position it was 

considered that focusing solely on employee performance in this questionnaire was 

inappropriate, as overarching performance considerations (including any employee 

measures presented) were needed to understand the broader operational environment. 

 Given your extensive experience in the industry, what, if any, do you consider to 

be the ‘critical’ links or relationships between the management of employees 

within a hotel and the performance of departments and the hotel in general? 

(The overall content and essence of this question was the same for all 
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questionnaires, however slight modifications to acknowledge respondents job 

positions were made.) 

This question virtually asks the overarching research question “How does HRM 

contribute to employee performance?”. It is a compelling question for the researcher 

and seemed an obvious direct question for the respondents. 

Successful Employee Characteristics Concept Questions 

 What do you consider to be the essential characteristics of employees for 

success in the following positions? (Note: For Department Manager and 

Supervisor level questionnaires this question was refined to “...essential ‘TOP 

3’ characteristics...” to limit and focus responses.) 

This question provides a general orientation and insight into the nature of what 

‘makes’ a successful employee. It is considered that the nature of positive employee 

performance will be reflected in responses to this question. 

 What systems or processes are used to develop these characteristics? 

This question supported the previous question, seeking to initially explore the 

nature of HRM in this area, broadly seeking to develop an understanding of the HRM / 

employee performance relationship. 

5.2.1.4. Procedure – Questionnaire Analysis 

Administration of questionnaires at the GM level was followed similarly in the 

following two management levels (HR Manager, Department Management) and as such 

will only be further described in those sections where variations to the process occurred. 

Questionnaires were forwarded to GMs as email attachments, self-administered 

and returned by respondents via email, with follow up with face to face personal 

interviews between the GM and researcher. The self-administered questionnaires were 

used initially to allow respondents time to carefully consider the nature of the issues 



124 

(Bernard, 2000). They also provided a practical solution to overcoming the work flow 

and time restraint (Arksey & Night, 1999) concerns of the industry partner and 

streamlined the overall process. 

Questionnaire responses were received and reviewed by the researcher using a 

content analysis approach. Emergent coding (Haney, Russell, Gulek, & Ferros, 1998) 

was undertaken with observations and counts generally made at a word and phrase 

level. From this procedure categories were in turn identified, with tabular 

representations presented throughout this thesis. The analysis was then used to assist in 

facilitating the follow up face to face personal interviews. 

The following steps describe the practical administration of the 

questionnaire followed by a description of the interview process. Such steps are 

similarly undertaken in the following two management levels in this chapter. 

Step 1: It was considered that email would provide an opportunity to establish 

initial contact, introduce the general nature of the research and potentially provide 

prompt feedback from interviewees prior to the actual interviews. The quick and 

effective development of rapport and understanding was essential, as it was understood 

that all levels of hotel employees may be somewhat sceptical that, yet another 

consultant, was going to take up their time. 

It was proposed to the national HR representative that a ‘Letter of Introduction’ 

(Appendix D) would be developed, firstly for the hotel GMs. Described in the letter is 

the nature of the relationship between the university and Zodiac, and provides a general 

outline of the research. (Note: The GMs were, to some extent, aware of the impending 

research through prior regional and national meetings where it was an agenda item.) 

Also detailed in the introduction was the progressive access required to interview their 

department management and eventually line staff. (The line staff stage of research, 

Stage 3, presented in Chapter 6 to follow). 
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Accompanying the attached Letter of Introduction to the email was the 

questionnaire. A copy of the proposed Letter of Introduction and Questionnaire was 

forwarded to the national HR representative out of courtesy and for any general 

refinements where necessary. After confirmation of these documents the national HR 

representative advised the GMs of what was occurring and to expect the email 

documentation. The national HR representative provided email addresses. 

Step 2: Emails were sent, by the researcher, to the three GMs thanking them for 

their time and support, with the accompanying two attachments (Letter of Introduction, 

Questionnaire). They were asked to electronically complete the questionnaire and 

return it to the researcher by a prescribed date. 

Step 3: Returned email attachments from the GMs were received. Their 

responses to the questionnaire were then analysed, providing a background and 

foundation for GM face to face interviews which followed. 

5.2.1.5. The Interview Process 

As an extension of, and complementary to the questionnaire, follow up face to 

face interviews allowed for a semi-structured approach that explored (Gillham, 2000) 

and expanded on questionnaire responses through clarification and probing. This also 

contributed to the triangulation of findings and the development of a more substantive 

picture of reality (Berg, 2001). In short, the structured questionnaire responses allowed 

for the subsequent interviews to be potentially more informative and efficient. The 

process was also similarly followed in two subsequent management levels of this 

chapter. 

Zodiac’s national HR representative noted that individual interviews (at all 

levels) should take no longer than 30-45 minutes per participant, and would be 

conducted on site at each property. Interviews were conducted in either an allocated 
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office within each hotel property or within the interviewee’s office. Prearranged 

interview times were agreed to. 

Made explicitly clear to the interviewees (at all levels) was that absolutely no 

identification of individual respondents, the departments they were from, or the 

information they provided, was made available to any other party within Zodiac, the 

university, or elsewhere. Also it was stressed that their involvement in any part of the 

research was totally confidential, known only to the researcher. Respondents were 

advised that information used from their questionnaire and interviews was totally 

unconnected to their identity and by consequence their department. It was explained 

how the name of the MNC and hotel properties were not even identified in the research. 

Respondents were also given a gift of a Griffith University pen as appreciation of their 

time and effort. 

It was further considered that instead of voice recording the interview, notes 

would be taken by the researcher. This had a two fold purpose. Firstly, from 

experiences in Stage 1 of the research it was considered that respondents may consider 

the researcher as et another consultant or a spy for management. As such, a voice 

recorded interview at worst would not be well received and at best would possibly result 

in respondents more closely self-censoring responses. Secondly, as the completed 

questionnaire already provided the core of the participants’ responses this further 

overcame the need to voice record the interview and allowed for note taking by the 

researcher during the interview. 

The researcher sought acceptance from respondents to take notes, which 

clarified and probed their already made questionnaire responses, allowing for a less 

invasive and clinical tone to the interview. Notes were then recorded on a printed copy 

of the respondents actual questionnaire form, not a separate document. 
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5.2.2. Results 

Analysis of self administered email questionnaires, and subsequent face to face 

interviews with GMs is presented in this section under the two concepts of Performance 

Characteristics and Successful Employee Characteristics. As previously mentioned, 

concepts are formed from responses to questions which have been grouped together 

because of their interrelatedness. 

The following sections consider the questionnaire responses of up to three GMs 

(one from each case property). Unfortunately, while all three GMs completed the self 

administered email questionnaires, access to two for face to face interviews was not 

possible due to a variety of circumstances well beyond the control of this researcher. 

The tables presented list common categories of responses in bold headings together with 

the items which comprise each category. Where GMs responded similarly within a 

category the item is identified with an ‘X’. A heading of ‘Other’ is also used to identify 

responses that could not be categorised. Within any of the bold category headings a 

notation of ‘Various’ lists low response items. 

5.2.2.1. Performance Characteristics Concept – Table 5.2 

Question 1: This question sought to have GMs prioritise and explain hotel 

performance measures they considered most important. The amount of information 

provided by GMs varied greatly, from a total of a few phrases or sentences from one 

GM to a half page of text by another. All three GMs responded to this question with 

three categories of measurement, namely: Financial/Operational, Guest, Employee. 

Within the Financial/Operational category all three GMs identified measures 

such as meeting budgets, benchmarks, key performance indicators (KPIs), gross 

operation profit (GOP), and revenue per available room (RevPAR). Various other 

measures listed included rate position and market penetration. Within the Guest 

category GMs commonly identified items of measurement such as results of various 
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Table 5.2 

General Managers – Performance Characteristics Concept 

 Aries Leo Taurus

Q 1 What do you consider to be the most important measures of hotel performance, and why 
are they important? 

Financial/Operational    

Meeting budgets, GOP, control costs, benchmarking, KPIs X X X 

Various: Living mission statement; Low workers compensation claims (safe environment); Market 
penetration; Rate position 

Guest    

Guest satisfaction, repeat guests, guest feedback X X X 

Various: Having fun    

Employee    

High morale & teamwork X  X 

Training and development X  X 

Performance X  X 

Various: Employee survey; Staff turnover; Having fun    

Q 2 What systems or processes are used to support or drive the achievement of these 
measures? 

Financial/Operational    

Reporting systems, KPIs, best practice, benchmarking, policies 
and procedures 

X X X 

Guests    

Guest surveys, feedback cards etc X X X 

Employee    

Employee survey X X  

Training programs X  X 

Various: Social activities; Open communication, adaptability, maintenance programs, clear 
performance indicators for staff, regional and head office support, recruitment of quality 

ffQ 3 What are the ‘critical’ links or relationships between the management of employees 
within a hotel and the performance of departments and the hotel in general? 

Procedural Links    

Various: Training; Correcting mistakes; Standards focused; Decision making; Provide customers with 
the services they expect; Regular review of procedures to allow for adaptation to customers needs 

Interpersonal Links    

Directive/Guiding and sympathetic X X X 

Supportive/communicative  X X 

Empowering employees X  X 

Various: Involved management with staff 
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guest satisfaction and quality surveys, together with repeat guest measures, and guest 

feedback. Having fun was also listed as a response by one GM. The Employee theme 

identified three items of measurement common to only two GMs. Items were high 

moral and teamwork, training and development, and performance. Other measures 

listed were employee survey, staff turnover and having fun. 

When interviewed the Aries GM responded with ‘having fun’ as one important 

measure of employee performance providing a number of examples such as arranging 

social events, themed work days etc. The GM identified that, if your staff were having 

some fun in doing their jobs then they probably were doing a good job and this would 

reflect back onto the guests. In order to have fun the GM considered that they (the GM) 

needed to create an environment where they were accessible to staff and staff would feel 

comfortable to speak candidly to them in need. 

Question 2: This question sought to understand how the Question 1 

performance measures were achieved, that is the systems and processes used. Within 

the Financial/Operational category there were common items across all GMs identifying 

reporting systems, KPIs, best practice, benchmarking, policies and procedures with no 

other measures recorded. The Guest category also identified common items amongst 

GMs including incorporation guest surveys, and feedback cards. Further, the Employee 

category identified the two items of an employee survey and training programs with 

only two common responses recorded between GMs. Further, single GM responses 

listed under Various presented a range and variety of responses relating to systems and 

processes. 

Question 3: This question probed the GM’s views on how employee 

management was linked to performance achievement within their hotels. The GMs 

responded to this question under two major categories identified as Procedural Links and 

Interpersonal Links. Under the Procedural Links category there were no common 
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response items between GMs with a range of measures presented such as training, 

standards and decision making. Under Interpersonal Links the items of directive/guiding 

and sympathetic were common to all GMs. Two further items of supportive/ 

communicative, and empowering employees were the responses of two GMs, with a 

measure of management being involved with staff, listed under Various. 

During a discussion of this question with the Aries GM they also noted that the 

“...human resource management of the people” was a critical link in the achievement of 

performance outcomes. When asked about this the GM explained that it (HRM) is 

“everyone’s job” and was about an “employee focus”. Further discussion on this topic 

identified that the GM used a number of phrases to describe the HR department and it’s 

role: “keep maintenance”, “needed to be a bit on the fence, to keep balance”, “a bit of 

everything”, “mother confessor for everything”. Further it appeared the GM saw the 

HR department as playing an intermediary role considering issues such as recruitment, 

selection, workplace health and safety and their effect on the operations of departments. 

The GM viewed the HR department as a tempering influence for them personally, when 

difficult staff issues often relating to disciplinary procedures needed to be addressed. 

5.2.2.2. Successful Employee Characteristics Concept – Table 5.3 

Question 1: This question sought to understand what the GMs considered as 

essential characteristics of successful employees. There were numerous characteristics 

identified by all the GMs across the employment levels of GM, Department Manager, 

Supervisor, and line staff which were broadly classified into the categories ofPersonal 

Characteristics, Interpersonal Characteristics, and Technical/ Operational 

Characteristics. 

GM Characteristics: When GMs considered their own characteristics the 

Technical/Operational category presented strongly with all GMs considering being a 



Leo Taurus

Q1. What do you consider to be the essential characteristics of employees for success in the 
following positions?

General Manager
Personal Characteristics

Leader of people X X 
Various: Thrive on challenges; Implement change; Desire to succeed; Problem solving; Confidence in 
ability; Minimal constraints; Passion for the role; Hands on when needed; Personal profile should 
correlate to market position of operation; Visionary; Worldly; High energy levels; Excellent time 

manager; Innovative

Interpersonal Characteristics
Direct and to the point X X 
Open X X 

Honest and inspiring X X 
Various: Enjoy coaching; Compassionate Friendly

Technical / Operational Characteristics

A strategist X X X 
Monitoring team efforts X X 

Financial understanding X X 
Forecasting X X 
Marketing and sales skills X X 

Strong HR competencies X X 
Department Management  Personal Characteristics  Various:

Reliable and outcome attaining; Innovative; High energy  Interpersonal Characteristics  

Listening and participation / communication skills X X 
Strong leadership qualities X X  Various: Take direction; Delegate upward and downward  Technical

/ Operational Characteristics  

High skills X X X  Various: Competent HRM capabilities; Business acumen; Planning  Other

Various: Similar to GM skills; Deliver, write, present training plans; Commitment to the entire operation,

not just their dept.  

Line Staff  Personal Characteristics  Various: Motivated;

Enthusiastic; Attitude; Personality; Passion; High energy 

Interpersonal Characteristics  Various: Enjoy working with people; Team player; Good listener  Technical

/ Operational Characteristics  Various: Department related skills / knowledge; Prepared to develop skills  

Q 2. What systems and processes are used to develop these characteristics?
Training :Access to courses, programs, workshops, traineeships etc X X X 
Various: Performance evaluations; Objective setting and measurement; Committed management teams, 

coaching, counselling; Ability to transfer between departments and sites; Access to self
paced learning
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Table 5.3 

General Manager – Successful Employee Characteristics Concept 
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strategist as important to success. Another five items presented in that category with a 

response by two GMs to each of them. They were Monitoring team efforts, Financial 

understanding, Forecasting, Marketing and Sales skills, and Strong HR competencies. 

The Interpersonal category presented with three common items, from two GMs, of 

being direct and to the point, open, and honest and inspiring. While the Personal 

category identified two GM responses of being a leader of people it also included 

numerous measures, recorded under Various, such as thrive on challenges, minimal 

constraints, and worldly. 

Department Management: High skill levels was a common item response by all 

the GMs under the category of Technical/Operational. Various other measures were 

planning and business acumen. Within the category of Interpersonal characteristics two 

items of listening and participation/communication skills, and strong leadership 

qualities were identified by two GMs. Taking direction, and delegating were see as 

Various other measures. 

Line Staff: Responses by GMs to this level of staff provided no common items 

within the three categories of Personal Characteristics, Interpersonal Characteristics, 

and Technical/Operational Characteristics, however they did provide a range of 

measures within these categories. Within the Personal category measures included 

being motivated, attitude and high energy. Enjoying working with people and good 

listener were examples of characteristics listed in the Interpersonal category while in the 

Technical/operational category skills and knowledge, and being prepared to develop 

skills were seen as essential characteristics. 

Question 2: This question sought to understand the systems and processes used 

to develop the characteristics and skills thought essential for the various employee 

levels. GMs responded to this question with the one common category of Training. 

Listed in this category were access to courses, programs, workshops, and traineeships 
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etc. Various other measures included performance evaluations, coaching, and 

counselling. 

5.2.3. Discussion 

Presented here is a formative discussion of the GM level (Part 1) research results 

under the concept headings; as will following discussion sections for the HR Manager 

level (Part 2) and Department Management level (Part 3) in this chapter. 

At the end of this chapter a unifying discussion of all three parts, guided by the 

research objectives and unifying all management levels, will be presented. As this final 

discussion synthesises and focuses all management level findings, and to prevent 

repetition in citing common literature in all three management level discussions, the 

relevant citing of literature will be limited to this unifying discussion ending this 

chapter. 

Performance Characteristics Concept 

The commonality of GMs to categorise measures of hotel performance into the 

three areas of ‘Financial’, ‘Guests’, and ‘Employee’ would be expected within this 

industry, based on traditional financial markers together with guest surveys and 

feedback mechanisms. Interestingly the variety of responses in the staff performance 

measurement category presents a number of issues to consider given the overarching 

research question of “What is the relationship between HRM and employee 

performance?”. If diverse views exist at a GM level of how employee performance is 

measured, it raises a number of issues relating to how other managers consider 

employee performance, and how it is measured in other departments, and how 

employees consider performance measures. 

Unfortunately, as only one GM was able to be interviewed questions regarding 

the diverse nature of GM responses remain. Concerns as to the diversity of employee 

performance measurement responses, ranging from annual employee survey results, to 
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‘having fun’, and measures of staff turnover also present a variety of other issues best 

considered in a series of questions such as: How do the results of an annual employee 

survey measure staff performance? What in fact does the survey measure? What is it 

supposed to measure? How are survey results used to manage employee performance? 

Also, having fun as a measure of employee performance, while perhaps anecdotally 

understandable, poses further questions: What does ‘having fun’ mean? How does it 

relate to employee performance? How is it measured and so on? 

With staff turnover cited as a measure of employee performance there also exists 

a need to understand the relationship between this and employee performance. Staff 

turnover may be a measure, but is it a measure of employee performance? Perhaps it’s 

a measure of not having fun. Given that this first questionnaire item presents an array 

of issues for further investigation the second item on the questionnaire may have been 

expected to provide some clarity. 

The responses of the GMs to the second question which sought to understand the 

systems and processes used to achieve the various performance measures were 

somewhat varied, however there was one common response pattern. All GMs, to some 

extent, considered that measures of performance, as identified in the first survey 

question, were also the systems or processes by which performance measures were 

achieved. Interestingly the GM for Leo virtually reiterated their responses for question 

one in question two. The various performance measures seemed no different to the 

means of obtaining them. That is, guest surveys, employee surveys, financial measures 

and indicators, acted both as measures of performance, and the means by which 

performance measures were achieved. Hence a somewhat perplexing view is presented. 

While the Aries GM did include staff training and social activities as means of 

achieving employee performance, the Taurus GM included a variety of systems and 

processes across all three performance categories (Financial, Guests, Staff). The 
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responses of these two GMs in this section appear to reflect actual ‘mechanisms’ to 

achieve performance measures, rather than just performance measures being both the 

outcomes and the systems to achieve outcomes. While it would have been expected to 

identify some idiosyncratic differences between individual GMs across a number of 

other management areas, for example leadership, and management style, or their 

different foci on strategy and planning, it is perhaps surprising to see such differences in 

more structural and operational issues such as the means of achieving various 

performance outcomes. 

The final question the GMs answered sought their opinions on what they 

considered to be the critical links or relationships between managing employees and the 

nature of hotel and department performance. This question represents the overarching 

research question, with similar responses obtained from all GMs. The responses 

identified central elements to effective employee management such as authority, 

accountability, and responsibility together with effective communication. GMs 

identified the need for staff to have ownership and to be empowered, this being 

achieved through an environment of support, understanding, direction and 

communication. 

Successful Employee Characteristics Concept 

While differences between GMs existed within the performance concept, within 

the Successful Employee Characteristics concept there was often a commonality of 

responses to the characteristics of successful employees across all staff levels, and the 

systems and processed used to achieve these qualities. Such commonality was evident 

in characterising all levels of management. 

GMs identified a large array of company provided employee training programs, 

as systems or processes used to achieve these desired employee characteristics. It is 
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perhaps therefore not surprising that a complementary understanding exists between 

what is needed (the various management employee characteristics) and how it is 

obtained (the well structured training programs). 

When these findings are considered in the light of the previous Performance 

Characteristics concept (of the relationship between various performance measures and 

the means by which they are achieved), there is a possible glimpse of the relationship 

between components of HRM (that of staff training, personality, motivation etc) and 

employee performance. However, the commonalities and contradictions of GMs 

responses together with the various individual inclusions and omissions present ongoing 

challenges. While these matters do not provide the final answer to the research question 

posed and objectives sought, they do contribute to building an understanding of the 

dynamics within the research frame, which is further explored at the HR Manager level 

within the hotels. 
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5.3. Part 2 – Human Resource Manager Level 

This is the second of three chapter parts which explores the HR manager level 

within Zodiac case hotels. 

5.3.1. Method 

5.3.1.1. Participants 

Participants within this management level, within each of the three case study 

hotel properties, were the incumbent Human Resource Managers at that time, a total of 

three HR Managers. 

5.3.1.2. Instrument – Self Administered Questionnaire 

In line with the preceding GM part of this chapter a self administered 

questionnaire (Appendix E) was used to explore the HR management level. As most 

questionnaire items were the same as for the GM level only additional questions will be 

described here. 

5.3.1.2.1. Question Rationale 

In this questionnaire the following question was introduced in addition to those 

questions previously described in the GM questionnaire. 

 What do you consider to be the ‘best’ measures of employee performance?

Please also explain why. 

This question focuses the HR Managers response into the employee performance 

component of the research. 
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5.3.1.3. Procedure – Questionnaire Administration / Face to Face Intreviews 

Steps are previously described in the preceding GM level were repeated for this 

HR Manager level with a slightly modified Letter of Introduction (Appendix F) (styled 

to their position). 

5.3.2. Results 

Content analysis of self administered email questionnaires and face to face 

interviews with HR Managers is presented in this section under the two major concepts 

of Performance Characteristics and Successful Employee Characteristics. As previously 

mentioned, concepts are formed from responses to questions which have been grouped 

together because of their interrelatedness. The tables presented list common categories 

of responses in bold headings together with the items which comprise each category. 

Where HR Managers responded similarly within a category the item is identified with 

an ‘X’. A heading of ‘Other’ is used to identify responses that could not be categorised. 

Within any of the bold category headings a notation of ‘Various’ lists low response 

items. 

5.3.2.1. Performance Characteristics Concept – Table 5.4 

Question 1: This question sought to have HR Managers prioritise and explain hotel 

performance measures which they considered most important. In responding to this 

question the only common category identified by HR managers was Financial, with 

common items including measures such as GOP, budgets, and RevPAR. Another 

category of Employee was also identified by two managers including satisfaction 

surveys and various other measures. Other responses to this question listed strong 

leadership by the GM, and guest satisfaction/feedback as important measures of hotel 

performance. 
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Table 5.4 

HR Manager – Performance Characteristics Concept 
 Aries Leo Taurus 

Q1 What do you consider to be the most important measures of hotel performance, and why are 
they important? 
Financial  
RevPAR/Occupancy rates/ GOP X X X 

  
Employee  
Satisfaction /surveys X X 
Various: Happy staff; Staff turnover, retention

  
Other  
Various: Strong leadership GM; Guest satisfaction/feedback

 
Q2 What systems or processes are used to support or drive the achievement of these 
Financial  
Budgets X X 
Various: Forecasts; Control of Expenses; Revenue management; Revenue & yield management 

  
Guest  
Various: Guest satisfaction initiatives; Various surveys; Various guest surveys and feedback 

  
Employee  
Training X X 
Performance reviews, goal setting X X 
Various: Employee survey; HR initiatives; Employee relations; Health & Safety standards 

  
Other  
Various: Effective operational processes; Audits

 
Q5 What do you consider to be the ‘best’ measures of employee performance? Please also 

explain why. 
Clear KPIs, goals, objectives X X 
Various: Clear review times; Action plans; Guest complaints; Achievements in the position; 
Productivity; Clear job specification; Constant formal & informal feedback

 
Q6 Given your unique position as a Human Resource Manager, what, if any, do you consider 

to be the ‘critical’ links or relationships between the management of employees within a hotel 
and the achievement of strong employee performance outcomes/measures? 
Interpersonal - communication  
Clear two way communication X X X 

  
Procedural - performance management  
Clear goals with realistic time frames X X 
Review performance measures X X 
Spontaneous recognition/rewards X X 
Various: Job description – clear expectations of the job

  
Procedural - training & development  
Various: Encouragement in personal development; Mentoring/coaching; Training

     

Question 2: This question sought to understand the means by which the 

measures identified in Question 1 were achieved. The HR Managers responses were 
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categorised under the headings of Financial, Guest, and Employee together with various 

Other processes. Within the Financial category two managers identified budgets as an 

important process. Various other processes listed included forecasts, control of 

expenses and revenue management. The Guest category while not identifying any 

common items amongst HR managers did list processes of guest satisfaction initiatives, 

various surveys, guest surveys and feedback. Items of training, and performance 

reviews and goal setting were identified by two managers within the Employee 

category. 

Question 5: As for the best measures of employee performance respondents 

identified generic items such as goals and objectives, together with a variety of other 

measures including action plans, reviews and customer complaints. 

Question 6: When considering the critical links between the management of 

employees and their performance, the HR managers commonly identified clear two way 

communication. Two of the managers also identified common performance 

management related links such as the setting of clear goals, clear job descriptions and 

rewards. 

5.3.2.2 Successful Employee Characteristics Concept – Table 5.5 

Question 3: The HR managers broadly identified particular and specialised 

business skills relating to the various staff positions as being essential for employees to 

be successful in their respective jobs. However, with regard the line staff level a variety 

of skills were identified with personal and interpersonal skills commonly presented; this 

interpersonal and communication dimension overarching all levels. 

Question 4: As for how these personal characteristics were developed, training 

was commonly identified together with various other processes such as coaching, 

performance reviews and individual external studies. 
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Table 5.5 

HR Manager – Successful Employee Characteristics Concept 
 Aries Leo Taurus 

Q3 What do you consider to be the essential characteristics of employees for success in the 
following positions? 

General Manager  
Sound business acumen X X 
Strong leadership X  X 
Various: Generalist, Sales Experience, Operational Experience, Excellent people skills  

  
Department Manager  

Specialist in that area X X X 
Various: Leadership, Excellent people skills  

  
Department Supervisor  

Specialist in that area X X  
Various: Potential to step up to department manager; Interpersonal skills, Excellent people skills, 
Willing to learn 

  
Line Staff

Various: Positive attitude; Team worker; Communication skills; Well presented; Customer service 
skills; Flexible; Willing to learn; Pleasant nature

  
Q4 What systems or processes are used to develop these characteristics?
Training X X X
Various: Industry experience; Coaching/mentoring; Coals/objectives; External study; Performance 
reviews; Rewards/incentives 

     

5.3.3. Discussion 

Presented here is a formative discussion of the HR Manager level (Part 2) of this 

chapter under the two concept headings. At the end of this chapter a unifying 

discussion, guided by the research objectives, and unifying Parts 1, 2 and 3 is presented. 

As this final chapter discussion synthesises and focuses chapter parts, and to prevent 

repetition in citing literature common to all parts, the relevant citing of literature will be 

limited to this final chapter, unifying discussion. 

Performance Characteristics Concept 

Within the Performance Characteristics questions the only common response by 

all three HR Managers identified various financial measures (as with the GMs). Such a 
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finding is not surprising given the well established accounting conventions and practices 

within the industry in general, and within Zodiac in particular. Further, as both 

financial performance and efficiency, and the HR function form part of all departmental 

operations, a common understanding in this area would be expected. It is standard 

practice in Zodiac for all department managers (including the HR Manager) to attend, 

usually daily or at least regularly arranged, meetings to discuss various operational 

elements which always consider information on occupancy rates and Rev Per Available 

Room (RevPAR) together with other pertinent financial information. A focus on the 

‘bottom line’ is evident in Zodiac. 

An unexpected outcome of HR Manager responses to the first question were 

their differences relating to employee performance measures. The extreme observation 

of this was with the Leo HR Manager not mentioning any other measures of 

performance, except financial measures. Perhaps considering a focus on the ‘bottom 

line’ supports the logic that if Zodiac is meeting its financial targets then everything else 

will follow. Other HR Managers did, however, identify staff turnover, staff retention 

and employee satisfaction, as core measures of employee performance. Staff turnover 

and retention are ‘two sides of the one coin’ identifying a commonly industry challenge. 

The differing views of HR Managers is further highlighted by the Taurus respondent 

who also included guest satisfaction and strong leadership as measures of hotel 

performance. 

This variability between HR Managers as to what measures are the most 

important indicators of hotel performance identifies a number of issues when 

considering the overarching research question concerning the relationship between 

HRM and employee performance. With the exception of financial measures it appears 

HR Managers view broad measures of hotel performance somewhat idiosyncratically. 
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In attempting to understand performance measurement it is also difficult to 

understand how employee satisfaction becomes an actual measure of ‘performance’. 

Pragmatically, would not employee satisfaction be measuring employee satisfaction? It 

appears that often a measure such as employee satisfaction may relate to some form of 

diagnostic indicator that identifies the potential for an employee performance outcome. 

If referring to the annual corporate employee survey, the EVS, as a means of measuring 

this, previous discussions (Chapter 4) have identified a variety of weaknesses and 

limitations with this instrument leaving its measurement potential questionable. Similar, 

to employee satisfaction, leadership noted as a measure of employee performance poses 

questions. At times it seems the ability to clearly define actual measures of actual 

performance is limited at best. 

Again characteristics such as leadership are seen as a representation of an 

employee performance measure. It appears that leadership is also being considered as 

perhaps a diagnostic indicator of the potential for employee performance to follow. 

Leadership in the questionnaire response related to that of the GM and its impact on 

culture, which in turn relates to an environment in which performance is achieved. The 

varying and diverse nature of responses to performance measurement may represent an 

overall limitation with the means by which performance is measured. That is, 

performance outside financial measures may not be formalised or suitably 

operationalised within the hotel properties. 

The second question relating to systems and processes used to achieve measures 

resulted in a pattern of responses similar to question one. An array of corporate wide 

guest, financial, and employee surveys were identified by all respondents. While these 

feedback mechanisms provide useful measures of various criteria, they in themselves do 

not completely form the system or process used to manage outcomes. They would 

appear to again be forms of diagnostic indicators, which in turn need to be managed by 
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hotel departments. Other responses to this question did, however, identify what could 

be considered systems and processes such as staff performance reviews, training, open 

employee relations, a safe work environment and goal setting. It may be, that if these 

procedures are well established, and undertaken, then they may lead to positive 

outcomes. 

In seeking to crystallise what were considered to be the best measures of 

employee performance, the responses to question three were extremely diverse. Such a 

concerning outcome, as fundamental to the overarching research question is the 

identification and clarification of what employee performance is. Other responses 

ranging from meeting budgets, to clear job specifications, to identifying the number of 

guest complaints highlights this. While the responses do identify a need to measure 

performance, only the Aries respondent lists a range of measures. 

Again, actual responses to measures are often intertwined with the means by 

which these measures are achieved, such as action plans and performance reviews. This 

poses an interesting consideration for this research in attempting to understand the 

relationship between HRM and employee performance. That is, it would seem difficult 

to investigate this relationship if the employee performance component is somewhat 

tenuous and vaporous. Therefore obtaining a clear answer to question 4, within the 

Performance Characteristics Concept, becomes increasingly problematic. 

Perhaps not surprisingly all respondents considered effective communication as 

a critical link in the relationship between managing employees and obtaining strong 

employee performance outcomes. Given that each hotel property can be considered an 

individual strategic business unit, the importance of communication across, between, 

and within various and diverse departmental operational and administrative areas would 

be essential. When the Interpersonal Links - Communication category is considered in 

combination with the other two categories of Procedural Links – Performance 
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Management, and Procedural Links – Training and Development, a relationship 

between HRM and employee performance begins to emerge. 

Although the HR Managers do not clearly identify what constitutes employee 

performance measurement, they appear to be presenting the notion of how it is 

achieved. Namely, for the successful operationalisation of various HR practices, such 

as performance management, together with training and development, clear two way 

communication needs to be present. While considering effective communication as the 

conduit needed for the implementation of HR practices is not an earth shattering 

observation, it is one that continues to come to grips with the research dynamic which 

continues to be explored in the following HR Manager concept. 

Successful Employee Characteristics Concept 

Question one within this concept (Table 5.5) sought to understand what were 

considered to be the essential characteristics of successful employees. Generally 

responses to this question across all management categories were similar with the 

exception of the Leo respondent. Here the respondent provided less detail in the 

Supervisor and Line Staff categories giving more of a global role descriptor as 

previously mentioned. It appears that respondents are well aware of what 

characteristics and qualities are needed by employees. Such awareness is supported by 

their responses to question two, of systems and processes used to achieve these 

characteristics. 

All respondents identified training as central to developing staff, often 

expanding on the type and nature of training that can be undertaken. Training attached 

to rewards, bonuses and support were noted. It is not surprising that responses to this 

question were common given the well established training infrastructure within Zodiac, 

for all levels of the organisation. 
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5.4. Part 3 - Department Management Level 

This third and final part to the chapter, explores the Department Management 

level within Zodiac case hotels. 

5.4.1. Method 

5.4.1.1. Participants 

To work within the scope of this research, at the Department Management level, 

the four largest departments by number of employees within each property were 

selected. These departments were Front Office, Food and Beverage, Conference and 

Catering, and Housekeeping representing up to approximately 90% of all staff in each 

of the hotels. The sample sought two management representatives from each of these 

departments, within each hotel property, to participate in the study, a possible total of 24 

employees. 

Unfortunately however, and due circumstances beyond the control of the 

researcher, the potential of eight respondents from each hotel was not always achieved. 

This occurred initially due to non returned email questionnaires and further on 

occassions when staff were unavailable for face to face interivews. Such reasons for 

this being employees on holidays, sick leave or no longer working at the hotel. Where 

possible efforts to adjust for these occurrences were undertaken both successfully and 

unsuccessfully. (Actual respondent numbers from each hotel are noted on table column 

headers.) 

5.4.1.2. Instrument – Self Administered Questionnaire 

In line with the preceding GM and HR Manager levels (Parts 1 and 2) of this 

chapter a self administered questionnaire was used to explore this management 

level; with any modifications to the questionnaire now described. 



147 

5.4.1.2.1. Question Rationale 

This questionnaire (Appendix G) adapted the preceding HR Manager 

questionnaire by including two additional questions and modifying a question. The 

modified question was: 

 What do you consider to be the ‘best’ measures of department performance and 

employee performance? Please also explain why. 

The modification allowing for “... department performance...” was introduced. 

Given the level of management being considered it was appropriate to understand 

department performance measures in conjunction with individual employee 

performance measurement. 

The two additional questions asked of department management were: 

 What systems or processes are used to support or drive the achievement of these 

measures? [That is, what helps your department achieve these goals?] 

This question further explores the ‘drivers’ behind the performance measurement 

dynamic. 

 How is the Human Resource Department involved in your departments 

operations? 

At the department level of management this question becomes pertinent to 

identify the role and relationship of the HR department with other operational areas. 

5.4.1.3. Procedure – Questionnaire Administration / Face to Face Interviews 

Previously presented questionnaire administrative steps for both the GM and HR 

Managers were generally repeated for Department Management. However at this level 

of management the individual property HR Manager, not the national HR 

representative, provided email addresses and gave department management 

representatives the initial briefing on the research and processes to follow. A slightly 
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modified Letter of Introduction (Appendix H) (styled to their position) was used with a 

modified questionnaire (previously discussed). 

A modification to the previous face to face interview processes was to ask 

interviewees to complete a General Employment Questions form (Appendix I). This 

was completed after the initial interview introductions. Completion of the General 

Employment Questions form assisted in building rapport and providing some 

background information on the interviewee. 

The form sought information from respondents on their Zodiac work experience 

and their qualifications together with questions that asked about the ‘best’ and ‘worst 

things’ in their jobs, and how the best can be ‘kept alive’ and how the worst can be 

‘killed off’. Also two, ‘wish list’ type questions on changes they would make if they 

were the General Manager and HR Manager were asked. The wording and nature of 

these questions were specifically designed to communicate in a common, colloquial, 

understandable way. This was done to seek some easy to relate to work facts and 

matters of interest to the interviewee together with providing some potentially 

interesting discussion topics from which the researcher could build rapport at the 

commencement of the interview process. 

[Note: This process was not undertaken at the GM or HR Manager levels as it 

was considered unnecessary because their background information was informally 

advised during discussions with the national HR manager, and generally discussed 

during face to face interviews. Further, time constraints at these two previous 

management levels, together with this researcher desiring to achieve an initial 

conservative entry into the case hotel properties influenced that process.] 

Finally, and essential to this one off interview, was the prompt establishment of 

rapport, and an efficient and effective use of time. Participants were welcomed, seated, 

and offered water and mints, together with the researcher’s university business card. 
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The researcher then explained who he was, where he was from, what he was doing, and 

that all matters relating to the interview, as was also explained with questionnaire 

completion, were strictly confidential. The interviewer also asked applicants if they had 

any initial concerns or queries concerning the whole process or the research in general. 

5.4.2. Results 

The final level of analysis in this chapter explores the third level of management 

within the case properties, that of department management. Initial exploration of the 

completed questionnaires at this level, through emergent content coding and subsequent 

analysis, found common consistent response patterns between individual hotel 

departments and across hotel properties and departments. While this in itself presented 

an important initial finding it also allowed for an aggregated tabularisation of results. 

Interestingly, the aggregation of results in such a way presented the need to 

readdress the philosophical and developmental approach the research progressed along. 

That is, while the research used three case properties it was not centrally focused on a 

case comparative analysis but rather an initial exploratory projection into the hotel 

industry environment, which by need would require involvement in actual hotel 

properties. Here the case properties, in themselves, were not initially of specific 

comparative interest as unique cases (unless findings demanded this) but rather 

provided a holistic sample for exploration. 

Analysis of self administered email questionnaires and face to face interviews 

from the Department Management is now presented in this section under five major 

concepts of Performance Characteristics, ‘Best’ and ‘Worst’ Job Characteristics, 

Position Characteristics, Critical Performance Links, and HR Department Involvement. 

Within each of these five focus areas aggregated hotel responses are presented and 

analysed, together with the integration of interview information. 
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The concept tables presented list common categories of responses in bold 

headings together with items which comprise each category; item counts are presented 

against individual items. Within any of the category headings a notation of ‘Other’ lists 

any uniquely individual responses. 

5.4.2.1. Performance Characteristics Concept – Table 5.6 

Question 1: Responses of department management when considering the most 

important measures of hotel performance were categorised under Guest, Employee and 

Financial; with Guest the most outstanding common response with the satisfaction and 

feedback from guests being the singularly common item (“Because without guests we 

have no business.”). Of the other two categories, Employee and Financial, the total 

overall response rates of category items were similar. The importance of employees 

as a hotel measure of performance was put simply by one respondent with “Look 

after them (i.e. the employees)”; while the importance of the financial category was 

bluntly presented as “unofficially all business successes are based on bottom line 

results”. 

Question 2: When these managers considered the ‘best’ measures which related 

to their department performance the same overall categories, as found in Question 1 

above, were identified. While again guest satisfaction and feedback were most highly 

rated, the response rate margin between this category and the other two categories 

reduced. That is, the department performance responses were more commonly 

distributed across the categories of Guest, Financial and Employees. 

Question 3: When required to focus their responses to consider the ‘best’ 

measures of employee performance, responses were able to be categorised into Guest 

and Employee. Within the Guest category the singular common response item related 

to the levels of satisfaction and feedback measures obtained from guests. In contrast, 
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Table 5.6 

Department Management – Performance Characteristics Concept 

Total  
n = 22 

Aries  
n = 8 

Leo  
n = 6 

Taurus  
n = 8 

Category Item  
Counts 

Q 1. What do you consider to be the most important measures of hotel performance?  
Guest 
Satisfaction/feedback 7 5 6 18 

  
Employee 
Satisfaction /surveys 4 1 5 
Happy staff 3 2 5 
Low staff turnover 1 1 2 

  
Financial 
RevPAR/Occupancy rates 3 5 1 9 
Meeting budgets 1 1 2 
Other: Competition for guests; profit 

 
Q 2. What do you consider to be the ‘best’ measures of department performance?
Guest 
Satisfaction/feedback 6 3 3 12 

  
Financial 
Profitability/budgets 3 4 3 10 

  
Employee 
Satisfaction/feedback 2 2 
Morale/enjoy the job 2 2 2 6 
Management feedback 1 1 2 
Other: Low staff turnover; feedback; teamwork; communication

 
Q 3. What do you consider to be the ‘best’ measures of employee performance?
Guest 
Satisfaction/feedback 4 2 3 9 

  
Employee 
Employee Values Survey (EVS) 3 3 
Feedback 2 2 
Incentives 1 2 3 
Staff meetings 1 1 2 
Enjoyment work/morale 1 2 3 
Appraisals / feedback 1 1 2 
Other: Job satisfaction; good communication; good supervision; happy staff; teamwork 

 
Q 4. What systems or processes are used to support or drive the achievement of these 
measures? [That is, what helps your department achieve these goals?]

 

Performance management 
Incentives/recognition 5 2 3 10 
Career development 2 2 
Goal setting 1 1 1 3 
Other: performance reviews 

  
Communication  
Effective communication 3 3 6 
Ongoing feedback 3 3 6 
Department meetings 2 1 3 
Other: Knowing your staff 

  
Training 4 1 1 6 

  
Leadership 1 1 2 
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the Employee category generated six items with response rates evenly disbursed, with a 

variety of Other items also identified. 

Question 4: The final question of the Performance Characteristics Concept 

sought to understand how managers achieved these outcomes/measures. Of the four 

categories identified Performance management and Communication presented strong 

and even overall response rates, with Training and Leadership also identified. The 

outstanding overall item response rate was that of Incentives/recognition in the 

Performance management category, with comments often noting that “... it doesn’t 

always have to be monetary” and that it could take the form of “team outings”. Within 

the Communication category Effective communication and Ongoing feedback items 

rated evenly in line with the Training category as a process used to achieve performance 

outcomes. 

5.4.2.2. ‘Best’ and “Worst’ Job Characteristics Concept – Table 5.7 

Question 1: Responses to this question identified categories of Interpersonal and 

Work variety. Within the Interpersonal category the item of relationships with other 

staff was strongly identified as being the best thing employees experienced in their jobs. 

Comments such as “I have great staff” and referring to the work environment as “... a 

team sport” typified sentiment in these responses. Similarly the variety of work 

employees undertook rated strongly within that category. Only one other item of 

Customers was identified with the Interpersonal category rating weakly. 

Question 2: When considering how the best thing employees experienced at 

work could be further developed one outstanding category of Interpersonal was 

identified with items involving communication, listening and interdepartmental 

relationships. As for the customer relationship, “Keep, keeping them happy” set the 

tone for responses. Further importance and complexity of this category was identified 
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Table 5.7 

Department Management – ‘Best’ & ‘Worst’ Job Characteristics Concept 

Total  
n = 20 

Aries  
n = 8 

Leo  
n = 5 

Taurus  
n = 7 

Category Items  
Counts 

Q 1. What is the ‘best thing’ about your job?
Interpersonal 
The staff 4 2 5 11 
The customers 1 2 3 
Other: Having fun 

  
Work variety 3 4 2 9 
Other: Job responsibility; Opportunity to travel 

Q 2. How can the ‘best thing’ be sustained, continued, improved, ‘kept alive’? 
Interpersonal 
Listen & learn from staff 2 1 3 
Communication 1 2 3 
Good interdepartmental 
relationships 

1 1  2 

Other: Energy & passion; Exposure to other departments; Thinking positive about guests; Keep a service focus; Positive 
work environment; Relaxed environment; Getting involved with staff (lead by example); Stay open minded with staff / 
building rapport 

Other 
“Couldn’t think of an 
answer” 

1 1  2 

Long term work projects; Variations to tasks 

Q 3. What is the ‘worst thing’ about your job?
Employee 
Staff / casual staff 3 3 3 9 

  
Guests complaints 3 2 5 

  
Job requirements 
Working conditions 2 2 
Low pay 1 1 2 
Long hours 1 1 2 
Other: Worrying about budgets & bottom line; Disciplining staff; Apologising for others; Shift work; Washing dishes; 
Politics 

Q 4. How can the ‘worst thing’ be managed, treated, ‘killed off’?
(Couldn’t think of an 
answer) 

2  3 5 

Effective communication 2 1 1 4 
Accept the nature of guests 3 3 
Training 2 2 
New equipment/fittings 2 2 
Other: Exercise (stress relief); “It can’t” be eliminated; Regular feedback; Recognition; Defining responsibilities; Focus on 
positives; Conflict resolution; Improved recruitment; Focus on service

Q 5. If you were the General Manager, what would be the ‘top 2’ changes you would make? 
Interpersonal 
Be friendlier & fairer to 
staff 

2   2 

More training needed in 
mgr/sup area 

2   2 

Regular contact with 
departments 

1  1 2 

Other: Make staff accountable; Less knee jerk reactions; Less last minute projects; More focused training; More info on 
property direction; Get HODs to do line staff work refreshers; “Couldn’t think of an answer”; Employ some “fresh” staff; 
Review budgets 
Spend money on 
equipment/fittings 

  4 4 
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in the variety of Other responses ranging from energy and passion to staying open 

minded with staff. 

Question 3: In seeking to explore the worst thing about employees’ jobs the 

categories of Employee, Guest complaints and Job requirements (as also identified to 

differing extents in the ‘best thing’ employees liked) were identified. Responses to this 

question identified the negative aspects of relationships between various staff together 

with customers and the associated complaints. Also presented were a variety of 

responses citing negative aspects associated with the nature of work undertaken. 

Question 4: When considering how negative aspects of their jobs could be 

improved respondents identified a variety of diverse processes from effective 

communication to the replacement of equipment and fittings. This diversity of 

responses was also evident in the list of Other responses. Further adding to these 

diverse responses were five employees who could not think of an answer as to how the 

worst elements of their job could be better managed or treated. 

Question 5: In seeking to focus what changes general management could make 

to improve their work environment this question identified a broad ranging 

Interpersonal category together with a single item category of spending money on 

equipment and fittings. 

5.4.2.3. Successful Employee Characteristics Concept – Tables 5.8 / 5.9 

For ease of description and format, responses of department management 

considering what characterises successful employees, within this concept, have been 

split into two tables. Table 5.8 for General Manager and Department Management and 

Table 5.9 for HR Manager and Line Staff with this table also including what systems or 

processes are used to develop successful employee characteristics. 

Question 1: Responses to this question (Table 5.8) identified two categories of 

Interpersonal and Personal, and Organisational characteristics of successful employees, 



155 

for both General Managers and Department Management. In both management levels 

the Interpersonal and Personal category presented response rates twice that of the 

Organisational category. The Interpersonal and Personal category was characterised 

with items which identify the need for managers to be effective communicators (“It all 

just comes back to good communication.”), with a well balanced and approachable 

nature, based on honesty, fairness and understanding. While the responses in the 

Organisational category are somewhat diverse they do identify the common 

Table 5.8 

Department Management – Successful Employee Characteristics Concept 

Total  
n = 22 

Aries  
n = 8 

Leo  
n = 6 

Taurus  
n = 8 

Category Items  
Counts 

Q 1. What do you consider to be the essential TOP 3 characteristics of employees for success 
in the following positions 

 

General Manager
Interpersonal & Personal
Communication 3 3 1 7 
Personable/approachable 3 4 7 
Support 3 1 4 
Lead by example 3 3 
Other: Knows & understands staff; Cool & calm; Honest; Strong character; Fair & open minded; Inspirational; Open to 
change; Leadership 

 
Organisational 
Industry experience & 
knowledge 

1 3 1 5 

Planning 1 1 1 3 
Decision making 1 1 2 
Ethical 1 1 2 
Other: Lateral thinking; Management; Customer focus; Budget conscious; Dedication; Hard working; Financial 
knowledge; Professional; Public relations; Delegation; Flexible

 
Department Management 

Interpersonal & Personal
Communication 3 5 4 12 
Leadership 4 3 1 8 
Approachable 1 1 2 
Other: Direct feedback; Good people skills; Fair; Open; Honest; Caring; Compassion; Calm; Strong work ethic; Mediator; 
Constructive criticism; Dependable; Non-judgemental; Fair 

 
Organisational  
Planning 1 1 1 3 
Customer focused 1 1 2 
Team/staff development 1 1 2 
Effective delegation 1 1 2 
Other: Passion for job; Time management; Proactive; Promoter; Problem solving; Budget conscious; Operational focus; 
Budget focused; Professional; Control; Job knowledge; Flexible 
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characteristics of planning, experience, financial knowledge and good management as 

being common to both the GM and Department Management levels. 

Responses to this question (Table 5.9) for the levels of HR Manager and Line 

Staff also identified categories of Interpersonal and Personal, and Organisational. In 

contrast to the previous two management levels, the HR Manager level presented a 

Table 5.9 

Department Management – Successful Employee Characteristics Concept 

Total  
n = 22 

Aries  
n = 8 

Leo  
n = 6 

Taurus  
n = 8 

Category Items  
Counts 

Q 1. What do you consider to be the essential TOP 3 characteristics of employees for success 
in the following positions 

 

HR Manager
Interpersonal & Personal
Communication 3 2 1 6 
Open door 1 1 2 
Personable 1 1 2 
Other: Personable; Provide training; Promoter; Leadership; Patience; Friendly, Counselling; Listening; Open; Honest; 
Counselling; Interpersonal skills; Character assessment; Non-judgemental; Mediator; Approachable; Discrete; 

 
Organisational 
Knowledgeable 3 1 4 
Provide training 2 1 3 
Planning 1 1 2 
Support HODs with 
recruitment & discipline 

1  1 2 

Time management 1 1 
Other: Proactive; Knowledgeable; Diplomatic; Understand workers rights; Follows through on promises; Teamwork; In 
touch with staff needs 

 
Line Staff Employee 

Interpersonal & Personal
Happy & positive 4 2 4 10 
Willing to learn 3 3 
Communication 1 2 3 
Motivated 2 2 
Good team player 1 1 2 
Other: Good work ethic; Supportive; Reactive; Sense of humour; Reliable; Good attitude; Good team players; Enthusiasm; 
Friendly; Punctual; Hard working; Honest; Reliable; Dedicated; Open to change; Willing to learn; Genuine customer 
service approach; Communication; Reliable 

 
Organisational 
Genuine customer service 
approach 

4 2  6 

Flexible 3 3 
Other: Follow instructions with little supervision; Competent;

 
Q 2. What systems or processes are used by Zodiac to develop these characteristics?  
Training programs 8 6 8 22 
Willing to learn 3 3 
Employee survey results 3 3 1 7 
Customer survey results 1 1 2 
Rewards & recognition 1 1 2 
Staff reviews 1 1 2 
Other: Recruitment process 



157 

more equally weighted response rate between these two categories; the higher response 

rate of Interpersonal and Personal, as found in the GM and Department Management 

levels, diminished to be equivalent to the Organisational category response rate. This 

however was not the trend in the Line staff level where the pattern of the Interpersonal 

and Personal category response rate, being twice that of the Organisational category, 

was again identified. 

Regardless of these response rates, similar items and patterns of response were 

identified to those of the previous two management levels. Perhaps not surprisingly 

though, department management respondents considered that the interpersonal and 

personal characteristics at the line staff level were more essential to their success than 

organisational characteristics. 

Question 2: This question (Table 5.9) relates to what Department Management 

respondents considered were the systems or processes used by Zodiac to develop the 

essential employee characteristics of employees from all levels (Tables 5.8 and 5.9) 

within their hotels. Findings from this question clearly identify training programs. 

Other items were the use of various surveys and reviews of employees and customers. 

5.4.2.4. HR Department Involvement Concept – Table 5.10 

Question 1: Responses to this question identified the HR role strongly with the 

support and counselling of staff, together with providing various forms of training for 

employees. The advertisement of job vacancies and recruitment of staff was also 

identified. 

Question 2: When department management considered what top 2 changes they 

would make if they were the HR Manager, responses were somewhat diverse, with a 

small category of recruitment identified by only one case property. The most common 

response was in fact the inability to think of any changes they would make in the role of 

HR Manager. 
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Table 5.10 

Department Management - HR Department Involvement Concept 
Total  
n = 22 

Aries  
n = 8 

Leo  
n = 6 

Taurus  
n = 8 

Category Items  
Counts 

Q 1. How is the Human Resource department involved in your departments operations?
Support & counsell staff 6 6 6 18 
Training opportunities 5 4 6 15 
Advertise job 
vacancies/Recruitment 

4 2 3 9 

Adherence to EBA & legal 
guidelines 

1  1 2 

Reward & recognition 1 1 2 
Other: Career development  

 
Q 2. If you were the Human Resource Manager, what would be the ‘top 2’ changes you would make? 
Recruitment 
More support in recruiting 
process 

3   3 

Other: Recruit suitable staff; 
 

Other 
Fairer employee recognition 
programs 

 2  2 

Couldn’t think of an answer 1 1 4 6 
More department 
interaction 

1  1 2 

Door open more 1 1 2 
Other: More focused training; Provide a bigger payroll budget   

5.4.2.5. Critical Performance Links Concept – Table 5.11 

Responses of department management to this question identified the categories 

of Communication, Interpersonal Qualities/Skills, and Procedural elements. The 

strongest response category and item, which department management believed were the 

critical links between the management of employees and the performance of the 

department and employees, related to communication and feedback. Such links were 

being considered “... absolutely critical to the success of employee performance”. 

While it could be argued that the other major category of Interpersonal Qualities/Skills 

could be equally incorporated into the category of Communication these categories are 

identified separately at this time for clarity in consideration of the complex dynamic of 

work relationships. 
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Table 5.11 

Department Management – Critical Performance Links Concept 

Total  
n = 21 

Aries  
n = 8 

Leo  
n = 6 

Taurus  
n = 7 

Category Items 
Counts 

Q. Given your unique position in department management, what, if any, do you 
consider to be the ‘critical’ links or relationships between the management of employees 
within a DEPARTMENT and the achievement of strong department and employee 
performance outcomes/measures? 

 

Communication  
Effective communication 
/feedback 

7 5 7 19 

Listen to staff 1 1 2 
Other: Regular meetings

 
Interpersonal 
qualities/skills 

 

Leadership/by example 4 4 
Respect & support 1 1 1 3 
Happy 1 1 2 
Consideration / 
cooperation 

1  1 2 

Honest/open/trust 1 1 2 
Other: Passion for the job; Appreciation of staff; Leadership / by example; Feeling part of a 
team 

 

 
Procedural  
Setting goals/standards 1 1 1 3 
Other: Developing and training staff;  

5.4.3. Discussion 

This section presents a formative discussion of the department management 

level of this chapter under the five concept headings. At the end of this chapter a 

unifying discussion of Parts 1, 2 and 3, guided by the research objectives, will be 

presented. As the final chapter discussion synthesises and focuses chapter parts, and to 

prevent repetition in citing common literature in discussions, the relevant citing of 

literature will be limited to this final chapter unifying discussion. 

Performance Characteristics Concept 

Within this concept Guest and Employee categories of responses were 

commonly identified, which department management considered were the most 

important, or best, measures of hotel, department and employee performance. 

Additionally, a category of Financial was identified at only the hotel and department 

levels and not at an employee level; this being in line with observed hotel and 
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department financial record keeping systems operating at only these two levels. If we 

therefore focus on the Guest and Employee categories, and the various items which 

comprise them, it is possible to suppose the nature and relationships of each, as follows. 

It is reasonable to accept that the ultimate measure/s of a hotel’s performance 

relate to the service experience of hotel guests. (This incorporates a premise that the 

hotel is efficiently and effectively financially managed.) Simply, if a guest has a 

positive hotel experience, as relates to the service environment in which they are 

immersed, then the hotel has achieved, if not exceeded, its service targets. By 

implication, the nature of the service experience by a hotel guest is the result of some 

form of hotel employee/s direct or indirect involvement with the guest. For example, a 

well presented room being the outcome of a House Keeping Department employee. In 

this one example the relationship between guests and employee/s is seen to be 

intrinsically intertwined. With this in mind one can then consider the items which 

department management presented within the Guest and Employee categories. 

Both categories contained measures which can be considered along a temporal 

dimension, ranging form current, recent past and a more distant past. For example, a 

department manager may observe that their staff are positive and ‘happy’ (a 

performance measure), while undertaking their jobs, during monthly staff meetings and 

through responses to yearly employee surveys. Similarly, a hotel guest could advise of 

their pleasure, or displeasure, of a dining experience (performance measure), as it was 

happening, when completing their stay at the hotel on checking out, or when they were 

later surveyed in customer service follow-up. Interestingly, this temporal dimension 

allows for an initial measure of performance often in its current state, with related 

follow up measures occurring in the recent past or more distant past. Regardless, the 

nature of what is measured changes little, with the particular research focus on 
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employee performance being an example of this. The question then of how or what 

systems or processes are used to achieve these measures becomes increasingly relevant. 

In response to the question on how performance was achieved the categories of 

Performance Management, Communication and Training were identified. Not 

surprisingly, these categories form a potentially integrated approach to achieving 

performance standards, with the highest response item of incentives/recognition found 

in Performance Management. The presence of this item is realistically linked to the 

current measures of performance. That is, incentives and recognition when described 

by management, generally related to more immediate, or on the job, in their application. 

This leads to an understanding that for successful employee performance, managers 

need to be engaged and aware of their employees’ performance, as it happens. 

‘Best’ and ‘Worst’ Job Characteristics Concept 

Perhaps not surprisingly a common ‘best’ response to this concept related to the 

relationships these employees had with other staff; an interpersonal dynamic with other 

work colleagues providing a ‘soft’ component to the work environment. Tied to this 

was a response of work variety which is a natural part of the various work environments 

in this industry, and within hotels. While work variety appears to tie to the ‘hard’ 

components of employment, by extension it also relates to working with your 

colleagues, that is, where their other best thing lies. Viewed in combination these two 

positive responses present a strong interpersonal dynamic and work ethos. 

Subsequently, employees also clearly and repeatedly identified a raft of 

interpersonal dynamic components as the means by which the ‘best things’ in their jobs 

could be sustained and improved. Numerous and various aspects relating to 

communication between individuals, groups, and departments were clearly voiced. It 

can be seen that employees not only know what they enjoy about their job but how it is 
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achieved. However, it is worth stating that while management employees can identify 

these positives it does not mean that these ‘best’ elements of their employment are 

norms. They may in fact be highly valued but only found in a minority of experiences. 

Further the best thing about your job can also be the worst thing, in this case, 

namely staff. Responses here related more to the suitability and quality of staff often 

appearing as a result of labour supply of suitable employees; this resulting in the 

employment of unsuitable, poor performing staff. When considered in conjunction with 

the best things, it is understandable that if employees have a positive view of their 

colleagues and the work they do, but then find themselves working with unsuitable or 

too few staff this would present an obvious juxtaposition or form of cognitive 

dissonance for employees. Simply what is the best is also the worst. Again, potentially 

tied to this were guests, more particularly their complaints, as a worst thing. If we then 

consider staff enjoying working with their colleagues and the work they do, but being 

frustrated with poor performing colleagues, which to some extent impact on customer 

service, we can identify at least part of a cycle of cause and effect. 

Additionally, while presenting this cycle, if we consider that these department 

management employees identified, again, improved interpersonal and communication 

practices as a means of correcting the worst thing, a strong common thread appears. 

That is, the means of sustaining positive job features are also the means of correcting 

poor things in the job. Mention should be made however that there were a variety of 

other worst things, however they did not tie together. These other negative 

characteristics were better identified by changes staff would make if they were the GM, 

with employees voicing the need for GMs to be approachable (and interpersonal 

dynamic) and the need for money to be spent upgrading various equipment, fixture and 

fittings; the means by which jobs are undertaken (as previously identified). 
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In summary, it would seem that from a HRM perspective practices such as 

recruitment and selection, and training becomes highly relevant to department 

management employees. Recruitment and selection, tying into labour supply and 

demand, and training as relates to necessary interpersonal skills identified by staff as 

being important to both positive job outcomes and correcting poor interpersonal 

situations. 

Position Characteristics Concept 

This concept sought to understand the nature of what characteristics were 

considered essential to the positions of GM, HR Manager, Department Management and 

Line Staff from the perspective of department management. Within each of these 

positions responses fell into categories of interpersonal and personal, and organisational 

(perhaps ‘soft’ and ‘hard’). Of these two categories the interpersonal and personal 

dimension was commonly represented across hotels. Not only the interpersonal skills 

required for the positions were mentioned but also personal characteristics such as 

leadership, being calm and honesty were commonly cited. While these qualities were 

also cited in the line staff level (to a lesser extent), being happy, positive and motivated 

with a sense of humour became more prevalent. 

Again, as with the ‘best/worst’ job characteristics concept, the importance of 

interpersonal dynamics and the associated communication skills were presented. The 

other category of ‘organisational’ generally identified a great variety of skill 

requirements associated with the respective positions, tied ultimately to providing good 

customer service. As for the means by which both interpersonal, and organisational, 

qualities were developed, various forms of training were the major processes identified 

across all respondents, with the use of various survey feedback mentioned. 
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Here it is seen how department management considers the essential 

characteristics of employees to undertake their jobs; with the position of department 

management between senior management and line staff providing a potentially unique 

perspective. Again it becomes loud and clear, from this perspective, that interpersonal 

and personal qualities tied to effective communication are essential for all employees to 

undertake their jobs. Somewhat secondary to this being the actual skills needed. It is 

tempting at this point to consider the chicken and egg conundrum which has become a 

metaphor for a circumstance or a condition in which no clear casual or temporal order 

can be determined. 

That is, the relationship between the interpersonal and personal employee 

characteristics and their organisational characteristics seem obvious; both are needed, 

however it appears more importance is placed on the former. This may imply, for 

example, that during both the recruitment and selection of employees (where desirable 

characteristics are identified) and the training of employees (where employee 

characteristics are developed/trained), the HRM process contributes. If this is then 

considered through the guiding conceptualisation of HRM for this thesis, then 

responsibilities for these activities are shared; HR departments and other operational 

departments sharing roles and responsibilities to identify and develop these 

characteristics. 

HR Department Involvement Concept 

While this concept only included the responses to two questions, consistency 

between hotels was again evident. Simply, the HR Department was identified as being 

involved in each hotel through the provision of training opportunities, support and 

counselling of staff, and the advertising of job vacancies and other recruitment 

processes. Underlying this was the monitoring of various legal and statutory workplace 
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requirements, resolving conflict, and the maintenance of reward and recognition 

processes. These were seen as the main contributions of the HR Department in the 

HRM process. Interestingly a number of respondents could not think of any way they 

would change the role of the HR Department, except for providing operational 

departments more support in the recruitment process. Generally, while some of the HR 

Departments roles seemed quite evident, there also appeared a certain detachment of the 

various department management to the function of the HR department. 

Critical Performance Links Concept 

Across this concept the categories of communication, management and 

interpersonal qualities/skills were identified, with the communication category 

projecting the strongest voice of department management. When department 

management considered what were the critical links or relationships between the 

management of employees and the performance of the department and employees, 

effective communication incorporating feedback, meetings and listening to staff were 

common. Again, the focus toward communication has become an outstanding response 

pattern. Secondary and additional to this was that the interpersonal skills and qualities 

of management with regard such areas as respect, support, trust, loyalty, being happy 

were consistently identified across hotels and department management. 

It would seem department management have a very clear idea of how to achieve 

performance of both their departments and their employees, and the critical nature of 

this relationship. So, if an overriding sense of importance for effective interpersonal 

skills is a major critical link to department and employee success, how is HRM involved 

in this? More succinctly how is HRM associated with the interpersonal skills required 

by department management, and arguably line staff? Again this would seem to go back 

to the initial recruitment and selection of those who would become successful 
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department management, and any relevant training and development supplied to these 

employees which contribute to developing these interpersonal skills. 

5.5. Discussion Unifying Stage 2 All Three Management Levels 

This discussion attempts to unify, or at least develop an aggregated 

understanding and picture of the three management levels investigated in this stage 

(GM, HR Manager, Department Management). As a means of discussing the broad and 

diverse nature of information and findings, this section considers them in light of the 

five guiding research objectives and the research question. The stage chapter will then 

be completed with a section of implications for the following and final stage of the 

research. 

Note: In order to manage the findings of the three respective research stages, 

discussions in each stage chapter are limited to that chapter solely; aggregation of the 

three stage chapters discussions will form the final Chapter 7 of this thesis. Further, as 

this researcher considers that the discussion of the findings for this chapter extends 

beyond the scope of the literature review for this thesis the final chapter (Unifying 

Research Discussion and Conclusion) will also be used to incorporate relevant 

additional literature. 

Research Objective 1: To contribute to conceptualising HRM. 

While this research used the Multiple-Role Model for HRM incorporating 

shared responsibilities within organisations (Ulrich, 1997) as a conceptual guide, it was 

open to considering whatever manifestation/s of HRM may be uncovered. When 

management respondents considered what systems or processes were used to drive the 

achievement of employee performance measures various HRM elements were identified 

together with other processes. 
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Broadly cited, across all levels of management, was the use of training together 

with incentive and recognition programs often presented as primarily the support 

function domain of the HR Department. This considered a micro level focus on 

traditional HR functions (Hoobler & Johnson, 2004). Also commonly presented, but 

primarily at the department management level, was communication and the associated 

need for it to be effective, open and transparent. While communication is not a unique 

process to HRM, nor the HR Department, its strong presence requires its inclusion in 

this objective as it naturally forms part of the associated processes. 

Acknowledging that HRM, in general terms, involves a variety of processes and 

practices, it appears that when considered in light of how it contributes to employee 

performance in this research it may be more narrowly focused around elements of 

training together with incentive and recognition programs. Supporting this perspective 

is that training was considered by department management the primary responsibility of 

the HR Department. In addition were the HRM functions of recruitment and selection. 

Also was the strong recognition of the HR Department (and in turn a function of HRM) 

being involved with support and counselling of staff and adherence to various 

mandatory employee relations requirements. 

As for the research to date contributing to the conceptualisation of HRM; it has 

perhaps initially confirmed the utility of using Ulrich’s (1997) Multiple-Role Model for 

HRM incorporating shared responsibilities within organisations. Further, and in line 

with this model, it appears to show that there may be a core set of HR practices which 

are considered important to employee performance, and to varying extents become the 

more unique responsibility of the HR Department. 

Research Objective 2: To contribute to conceptualising employee performance. 

When considering measures of employee performance, responses were somewhat 

fragmented within management levels and between management levels. That 
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is, while some patterns can be identified they were not overwhelmingly or unifyingly 

strong. However commonalities which existed related to interpersonal work 

environment dynamics such as happy staff, high morale, positive attitudes and 

enjoyment, with employee survey results cited. A number of these measures apparently 

occurring contemporaneously that employee performance was being demonstrated i.e. 

happy staff means they are performing well. Employee performance measures also 

presented in various forms of appraisal, feedback, guest survey results and various other 

individually cited measures. 

Therefore, it would appear that while the general nature of what constitutes 

measures of employee performance is evident, the specific nature of which measures are 

considered important is somewhat unique to the different management levels. 

Interestingly, some responses mixed measures of employee performance with the means 

of achieving them e.g. good supervision, incentives, training and development, and staff 

meetings. This may be an initial indication of some instability in determining what 

employee performance actually is, as questionnaires and follow up face to face 

interviews continued to identify this disconnect. 

To further consider these matters we need to refer to the guiding employee 

performance conceptualisation used for this study, that of Performance being a function 

of an employee’s Abilities, Motivations and Opportunities (Campbell, McCloy, Oppler 

& Sager, 1993). Here, happy staff with positive attitudes/morale could be seen as a 

reflection of positively motivated employees; with rewards, incentives and recognition 

tied to this. Occasional mentions of training in turn could be associated with the 

development of employee abilities. As for opportunities, it is not clear at this stage as 

to how this may be considered with no real evidence of this component being 

addressed/engaged by department management. If however, this formula is considered 

in conjunction with Table 5.12 (this table previously presented as forming part of the 
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employee performance conceptualisation for this research) then perhaps the varied 

dimensions and characteristics of employee performance can be at least more broadly 

considered. 

Depicted by Table 5.12 is a view of employee performance that not only takes 

into account what the worker does (Action/Behaviour) but the consequence of their 

action (Outcome), occurring in combination with an actual task focus (‘hard’ 

dimensions) together with consideration of the organisational environment and its 

personal context (‘soft’ dimensions). Both these task and contextual considerations 

based on assumptions relating to the job. 

Table 5.12 

Considerations in Conceptualising Employee Performance 

Action/Behaviour Aspect  
What an individual does in their 

work activities. 

Outcome Aspect  
Consequence or result of the  

action/behaviour. 

Dimensions Performance of
 

Task Performance
- An individual’s proficiency in 

activities which contribute to 
the organisations technical core. 

- Relates to an employees abilities 
and skills. 

(eg ‘Direct’ tasks such as work 
process & ‘Indirect’ tasks such as 
managing) 

Contextual Performance 
- Activities which support an 

organisations social and 
psychological environment. 

- Relates more to the personality 
and associated factors of 
employees. 

3 Basic Differentiating Assumptions 

Task 
- Activities vary between 
jobs - Related to ability 
- Prescribed & constitute in-role 

behaviour 

Context
- Activities similar across 
jobs - Relate more to 
personality & motivation 
- More discretionary & extra-role 

 

Source: Adapted from Sonnentag, S., & Frese, M. (2002). Performance concepts 
and performance theory. In S. Sonnentag, Psychological management of 
individual performance. West Sussex: John Wiley & Sons Ltd. 



 

HRM Activities 
Staff training, Incentives and rewards, 
Recruitment and selection, Support 
and counselling, Mandatory employee 
and industrial relations requirements 

Positive Communication Environment

Positive Communication Environment

Employee Job 
Requirements

Abilities, skills, 
job practices 

High morale 
Happy staff 
Positive staff 
Results of 
appraisals, 
surveys, various 
feedback 

Employee Perf. 
Measures 
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As for how this research can contribute to the conceptualisation of employee 

performance, so far, it is limited. Although there have been some interesting 

observations it is hoped that when coupled with the following line staff level stage (final 

research stage) greater clarity will be provided towards this conceptualisation. 

Research Objective 3: To develop a theoretical model which assists in 

explaining the HR function and employee performance relationship within an 

Australian hotel industry environment. 

While the preceding research stage presented the General Working Model of the 

National HR Framework Dynamic (Figure 4.4) the current stage allows for a theoretical 

Figure 5-2 Developing Model of HRM/Employee Performance Dynamic 

model to be presented which is developed solely from the findings of the management 

levels within the case hotels. 

The Developing Model of HRM/Employee Performance Dynamic (Figure 5.2) 

provides a useful overview of the HRM activities considered important to achieving the 

various employee performance measures, as listed. Immediately evident within this 
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model is that it presents more of a system orientation with various boxed areas outlined 

with ‘permeable’ dotted lines, feed forward and feed backward relationships, within an 

all encompassing and permeating communication environment. Numerous authors’ 

views, (Boselie, Dietz, & Boon, 2005; Kinnie, Hutchinson, Purcell, Rayton, & Swart, 

2005; Marchington & Zagelmeyer, 2005; Paauwe & Boselie, 2005; Van Veldhoven, 

2005) note this research area needs to consider the systems and relationships within it, 

which lend support to the nature of the model. 

The model represents the data from the three management levels which were in 

general agreement toward HRM practices which contribute to achieving employee 

performance outcomes. Critical, and omnipresent in this HRM/employee performance 

dynamic, is the importance all management levels place on what has been termed by the 

researcher, a positive communication environment (PCE). 

The importance of a PCE was made glaringly obvious when all respondents 

listed “communication” as one of the critical links between the management of 

employees and their performance; terms attached to this were effective, feedback, listen 

to staff, and clear two way communications. Incorporated within this critical link 

domain is an interpersonal skills critical link which includes such items as respect, 

support, honesty, open, trusting, consideration, and appreciation. The relative 

importance of a PCE in fact being identified in various forms across all of the response 

concepts in this research stage. 

The other major critical link component of this model is the Employee Job 

Requirements which comprises the various job specific abilities, skills and practices 

required by individual employees; this again often also incorporating various 

communication and interpersonal capacities. Within this link it can deduced that 

employee job requirements are present in individual employees, to some extent, either at 

the time they were selected and employed for the job, or were developed during 
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employment in the job. Hence, we then see the importance of the recruitment and 

selection process, together with training and development. 

In summary, if we accept that a PCE (which incorporates an array of 

communication and interpersonal skills) is an essential omnipresent dynamic required 

within the work environment to achieve employee performance, then HRM’s relevance 

appears to principally come from the activities of recruitment and selection, and 

training. Further, recruitment and selection, and training are also intrinsically tied to the 

other critical link, that of employees having appropriate job requirements (skills, 

abilities etc) to effectively and efficiently undertake their jobs. With these dynamics 

present, all three levels of management consider that their effectiveness and potential 

can be measured, at least within employee performance, by a variety of outcomes such 

as high morale, happy staff and various feedback mechanisms. 

Research Objective 4: To posit an explanation of the resolution to ‘the black 

box’. 

At this time the causal links, sought to be found in ‘the black box’, may in fact 

be associated with various components of communication and interpersonal dynamics 

perceived with commonalities and differences across management levels. This is 

similar to the findings of Erras (2002) when he considered there was not one black box 

but a series of black boxes. In turn HRM functions were considered to be 

idiosyncratically applied at the department level, being enacted between department 

management and line staff where the HRM policies may or may not become practices, 

to varying degrees. While this perspective finds accord in this research, the following 

research stage with line staff may enlighten the area further. 

Remembering that the black box is the area where the unknown dynamics which 

link HRM with employee performance are found, this stage has unearthed some 

apparent core HRM practices considered necessary to achieve employee performance. 
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Further it has identified various measures which hotel management consider important 

employee performance measures. Throughout this process a continuing theme for the 

need of successful communication is regularly presented and appears intrinsically tied 

to the identification of the HRM practices and the employee performance measures. 

While not earth shattering in comprehension, the notion that successful 

communication lives within the black box is intuitively, deductively and inductively 

logical at this time. Simply, and for example, limitations in successful communication 

will of course result in limitations in the utility of HRM practices and in turn employee 

outcomes. 

Research Objective 5: To posit an effective methodology within which to 

research allied phenomena. 

The design, methodology, and mixed methods approach of this study has, to 

date, appeared effective at opening up the research area. In this stage the data and 

information collected continues to be rich, primarily because of the unrestricted access 

to management level respondents. In an environment where we are interested in the 

dynamics of various social systems within an organisation and departments, the ability 

to interact with key employees is invaluable. It is expected that this same approach will 

continue to be effective in the following line staff level. 

5.6. Implications for the Final Research Stage 

Remembering that the overarching research question asks ‘How does HRM 

contribute to employee performance?’, this second stage of the research continues to 

pose some immediate queries. These are perhaps best highlighted with reference to the 

developing theoretical model (Figure 5.2). This model provides a representation of 

department management views with regard the management of staff and their 

performance. It also then presents as a template for consideration when entering the 

next and final stage of the research, posing some interesting questions. 
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That is, how well does this model prepare us for line staff employees’ (Stage 3) 

realities of their work experiences? Firstly, if there is a developed/developing set of 

core HR activities considered important by department management for employee 

performance, do line staff identify the same practices? Further, the performance 

measures which management identified for employees range from practical job 

considerations to happy positively motivated staff. Will line staff share these same 

views? 

Of broader consideration is the permeating presence of a positive 

communication environment which appears to be integral and intrinsic in the HRM 

employee performance dynamic. Given this, the nature of what constitutes such an 

environment from a line staff employee perspective will be enlightening in comparison 

to a management perspective. As this communication environment appears as glue 

which ties various elements together, comparisons and contrasts between management 

and line staff will be useful. 

Further, this stage identified the shared roles and responsibilities of various HR 

practices and that they may in fact be somewhat idiosyncratically applied across various 

departments and individuals. As such, and given this fluid dimension to HRM, the 

perceptions of line staff employees will provide an essential orientation of how HRM 

aligns between management and line staff. 

With findings to all of the research objectives still incomplete, or are at least 

forming, it is essential that the final stage of the research continues its course into the 

line staff level of the three case study hotel properties. The following chapter now 

presents this stage. 
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CHAPTER 6.0 

STAGE 3 - INVESTIGATION AT LINE STAFF LEVEL IN CASE HOTELS 

6.1. Introduction 

Presented here are data and information from Stage 3 of the research. As it is 

the final stage of the research it was developed from the previous stages and explores 

similar themes, with the methods used continuing to refine and focus the research. 

Explored here is Zodiac’s HRM and employee performance relationship within the 

three case properties, at a line staff level. 

This stage of the research is presented in two parts. Part 1 of this chapter 

presents data and information obtained through self administered emailed 

questionnaires and subsequent face to face interviews which expand on the 

questionnaire process. Tables summarising questionnaire responses to research foci are 

presented and analysed, together with the integration of interview information and 

discussions which seek to assimilate the findings into the overall research question and 

objectives. Part 2 focuses on the exploration and analysis of EVS data and information 

from the three hotel case properties. 

The research continued to use an exploratory case study design with multiple 

cases (3 hotels) with the line staff level being the embedded unit of analysis. It takes the 

form of a parallel approach with each line staff level within each hotel, being studied 

across hotels during similar time periods. Within this parallel approach the data and 

information collected represents a retrospective time dimension as it considers archival 

data and information with interviews of participants who were often considering past 

events. 

The following steps outline the way that this stage progressed through the line 

staff level within the three hotel case properties. 
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1. Initial introductions and backgrounding of line staff done by property HR 
Managers 

2. Letters of introduction* and background from the researcher to line staff, 
representatives advising of the process 

3. Self administered emailed questionnaires* forwarded to line staff 
representatives 

4. Follow up interviews with line staff representatives to discuss the 
questionnaire responses etc 

* Relevant appendices identified in following sections 

6.2. Part 1 – Line Staff Level 

This is the first of two chapter parts which explores the line staff level within 

Zodiac case hotels. Within this part self administered questionnaires followed by face 

to face interviews are undertaken. 

6.2.1. Method 

6.2.1.1. Participants 

This stage focused on line staff employees within the four largest departments 

(by employee number) of Front Office, Food and Beverage, Conference and Catering, 

and Housekeeping. Two line staff representatives from each of these departments, 

within each hotel property (2 per department from 4 departments across 3 hotels, a 

maximum of 24 participants), were asked to participate by the respective property HR 

Manager and Department Manager. (As previously explained in Section 5.4.1.1, actual 

participant numbers varied to the number of potential participants, with actual 

participant numbers noted at the top of table columns.) 

6.2.1.2. Instrument – Self Administered Questionnaire 

In line with the preceding Department Management level (Chapter 5, section 

5.4) of this research a self administered questionnaire (Appendix J) was used to explore 

the line staff level. Further, as the nature, intent and construction of the questions used is 



177 

similar, and in parts identical to those of the Department Management level, the 

rationale of questions presented in the Department Management level also applies to 

this level and need not be restated. 

6.2.1.3. Procedure – Questionnaire Analysis / Face to Face Interviews 

The administration of the questionnaires and follow up face to face interviews 

(Appendix K ‘Letter of Introduction’ preceding interviews) was undertaken in the same 

manner as the preceding Department Management level (Chapter 5, section 5.4) of this 

research. Appendix I General Employee Questions (also used for Department 

Management) was also used, with a minor modification of the second last item to show 

‘Dept Manager or Supervisor’ in lie of ‘General Manager’. 

6.2.2. Results 

Analysis of self administered email questionnaires and face to face interviews 

with line staff is presented in this section under the five major concepts of Performance 

Characteristics, ‘Best’ and ‘Worst’ Job Characteristics, Position Characteristics, HR 

Department Involvement and Critical Performance Links. Within each of these five 

focus areas each individual hotel’s line staff responses are presented and analysed, 

together with the integration of face to face interview information which seeks to 

assimilate the findings into the frame of the overall research question and objectives. 

The following section considers the questionnaire responses of up to eight 

department line staff representatives from each of the three hotel properties; any 

variations in these response rates resulting from case property internal circumstances 

outside the control of the researcher. And of particular note is the low Leo response rate 

which was unable to be improved on, despite efforts made by the researcher. 

Preliminary analysis of individual responses and overall case study properties’ 

responses identified common response categories and items across all three properties, 
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and between all departments. The tables list common categories of responses in bold 

headings together with the items which comprise each category. Respondents were able 

to make multiple responses. Item counts are shown when an item received a count of at 

least two by one property, or when more than one property identified a common item 

with a count of at least one. Within any of the categories a notation of ‘Various’ lists 

singular response items. A heading of ‘Other’ is also used to identify responses that 

could not be formally categorised. 

6.2.2.1. Performance Characteristics Concept – Table 6.1 

While responses identified four categories of Feedback, Financial, Procedural 

and Personal (Q. 1) as providing the bes’ measures of department performance, the 

Feedback category was most highly rated. Noted in this category was the item of Guest 

feedback being most highly rated and the only item identified by line staff across all 

three hotels. 

Many of the interviewees were able to clearly articulate actual measures of their 

department performance within the dynamics of feedback. Interestingly the 

communication of feedback was seen as multifaceted, coming from various areas such 

as other departments, employees, customers and management. This is perhaps typified 

by “... great communication with other departments helps you know if you are doing a 

great job”. And respondents know when they are not performing when “... we don’t get 

into trouble”. 

When considering their individual performance (Q. 2) line staff responses again 

produced the categories of Feedback, Procedural, and Personal, with the omission of a 

Financial category as presented in Question 1. At this individual level Management 

feedback was most commonly identified, with Guest feedback and Peer feedback also 

strongly cited. Again the means of understanding performance, by way of feedback, 

and the actual measures of performance were somewhat intertwined. 
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Table 6.1 

Line Staff –Performance Characteristics Concept 
Total  
n = 19 

Aries  
n = 7 

Leo  
n = 4 

Taurus  
n = 8 

Category Item 
Counts 

Q 1. What do you consider to be the ‘best’ measures of department performance? 
Feedback  
Guest feedback 5 2 7 14 
Peer feedback 1 1 2 
Management feedback 1 1 2 

   
Financial  
Profitability/budgets 
Financial measures 

3  4 7 

   
Procedural  
Completion of daily 
schedule 

2  5 7 

 
Personal  
Various: Not getting into trouble; Complete work beyond expectations

   
Communication 1 2 3 
Various: Happy staff; Teamwork, Unsure; Smooth running of department

 
Q 2. What do you consider to be the ‘best’ measures of ‘your’ performance?
Feedback  

Management feedback 5 2 4 11 

Guest feedback 4 1 3 8 
Peer feedback 5 2 7 
Good communication with 
other staff 

 1 1 2 

Various: Performance reviews 
 
Procedural  
Completion of shift tasks 2 2 4 

   
Personal  
Getting the job done 1 2 3 

   
Other  
Various personal: My attitude toward the guest; My knowledge & wanting to learn; Organised and productive; 
Not getting in trouble by the supervisor; Happy team; Personal satisfaction  

Line staff often considered the immediacy of the feedback as being important, 

such as “... on the spot comments”. However line staff also appeared at times to be 

‘confused’ by the diverse nature and variety of feedback and actual performance 

measured. Such diversity of measures, performance, and communication may be 

understood in a comment that “... really to be honest we have no measures of 

performance, what I think is a good job is not what others may feel”. 
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6.2.2.2. ‘Best’ and ‘Worst’ Job Characteristics Concept – Table 6.2 

Responses to identifying the ‘best thing’ about line staff employees’ jobs (Q. 1) 

in Zodiac produced one concrete category of ‘Interpersonal’ with various other 

responses. Within the Interpersonal category the strongest response item was that of 

interactions with staff and colleagues being the ‘best thing’ about work, with customer 

interactions also identified. Phrases and words such as ‘getting along with other staff’, 

‘camaraderie’ and ‘friendships’ were commonly voiced. Perhaps explained more 

clearly and insightfully by “... the relationship that staff have ... builds a great team” 

with the importance of the team further described with “Less people take sickies 

because you don’t want to let others down”. 

Seen as the way to sustain the Interpersonal category, good communication 

skills were identified (Q. 2) together with a great variety of other related interpersonal 

responses. Comments such as “Listen to the little people” and “...smiling and helping 

each other out”, again demonstrating the significance of communication and the team 

building process. 

When considering the ‘worst thing’ about their jobs (Q. 3) line staff responses 

were most diverse ranging from items such as difficult nasty guests, long hours and 

poor communication between departments, through to a great variety of job and other 

related issues. In conjunction with these responses a diverse range of responses were 

cited when staff considered how the ‘worst thing’ (Q. 4) could be ‘killed off’. Within 

these categories a common sentiment of respondents was that difficult job aspects 

“...can’t be eliminated” because “... it is the nature of the job”. However training 

attached to a raft of communication improvements did present a common, if not diverse 

chorus, as a means of improving these job aspects. 
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Table 6.2 

‘Best’ and ‘Worst’ Job Characteristics Concept 

Total  
n = 18 

Aries  
n = 7 

Leo  
n = 4 

Taurus  
n = 7 

Category Item  
Counts 

Q 1. What is the ‘best thing’ about your job?
Interpersonal 
The staff / colleagues 4 1 6 11 
The customers 4 2 6 
Variety / challenges 1 1 2 
Other 
The money; Job stability; Most things are ok; Hours worked; Company staff card; Going home; Opportunity for career 
development 

 
Q 2. How can the ‘best thing’ be sustained, continued, improved, ‘kept alive’?
Interpersonal 
Good communication skills 3 1 4 
Couldn’t think of an answer 1 1 2 
Various: Positive feedback & recognition by the manager; Team building & group training; More control on procedures; 
Training courses; By scheduling work; Listen and learn from staff; Make sure staff are enjoying their work; Trust staff; 
Teamwork 
Other 
Attend to guest needs 2 2 
Various: “Give me more money” 

 
Q 3. What is the ‘worst thing’ about your job?
Other 
Difficult nasty guests 3 3 
Long hours 1 1 2 
Poor communication 
between depts 

1  1 2 

Various job: Pressure to get the job done; shift work; Inconsistent hours; Not enough time to do your job; Too many 
supervisors; Equipment; Tiredness; Low pay 
Various: “Couldn’t think of any”; Unmotivated staff; Employees with poor skills; Not being trusted to do your job 
correctly; Lack of respect from senior staff; 

 
Q 4. How can the ‘worst thing’ be managed, treated, ‘killed off’?
Other 
Couldn’t think of an answer 2 2 
Training 2 2 
Various job: “It can’t” be eliminated (long hours/shift work); Anticipate problems; Not paying notice to nasty guests; 
Review of budgets, work loads etc; Replace equipment; More staff
Various communication: Effective communication/training; More personal communication rather than emails etc; Trust 
your staff; Encouragement; Treating staff as equals; More time to correspond with other departments; Effective 
communication 

 
Q 5. If you were the Dept Manager or Supervisor, what would be the ‘top 2’ changes you would make? 
Job requirements 
More training needed / 
stream line training 

2   2 

More communication  
needed between depts 

  2 2 

More skilled staff 2 2 
Various: Job rotation; Make more time to do the jobs; Improve work conditions; More staff / bigger budget; Keep canteen 
open to 2.30/3pm; Give more set hours; Allow more time to do tasks
Interpersonal 
Various: Improve communication; Communicating with staff more about changes etc; Be more hands on, more 
commitment makes a happy team; Better spoken communication to staff; Trust, train, respect & listen to staff; More 
feedback from others; More inter & intra department interaction
Other 
“Couldn’t think of an 
answer” 

4   4 
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When further focusing to identify how line staff would make changes to improve 

their jobs (Q. 5) two main categories were formed. A Job requirements category 

included low response rate items of training, the skilled levels of staff and inter-

department communication with various other responses noted. The other main 

category of Interpersonal, included a great variety of individual responses. Such 

‘anguish’ within the interpersonal dimension was evident from comments such as “The 

way team leaders, supervisors, speak to staff” (not in a positive sense), “No one has ever 

said to me you’re doing a good job” and “Productivity is too big a word”. With these 

comments in mind, and perhaps not surprisingly, not being able to think of an answer 

was the highest response rate given in this section. 

6.2.2.3. Position Characteristics Concept – Tables 6.3/6.4 

For formatting reasons solely, in this section Table 6.3 contains GM and 

Department Management categories with Table 6.4 HR Manager and Line staff 

employee categories. 

When considering the essential characteristics of GMs and Department 

Management in undertaking their positions, line staff responses produced two common 

categories of Interpersonal, and Business skills for both positions. Within the GM 

position the most highly rated item across both categories, and found in the Business 

skill category, was knowledge of hotel operations and the industry. Followed by a 

variety of Interpersonal category items such as leadership and being approachable. 

While the two categories were also identified in the Department Management 

section, the Interpersonal category identified the greatest range of response items, 

together with a variety of individual responses, with communication most highly cited 

overall. Knowledge and being organised were dominant responses within the Business 

skills category. 
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Table 6.3 

Line Staff – Position Characteristics Concept for GM and Dept Management 
Total  
n = 19 

Aries  
n = 7 

Leo  
n = 4 

Taurus  
n = 8 

Category Item 
Counts 

Q 1. What do you consider to be the essential TOP 3 qualities or characteristics of employees for 
success in the following positions? 

General Manager
Interpersonal 
Leadership 3 1 3 7 
Approachable 1 1 4 6 
Listen & learn from 
others 

3 1 1 5 

Communication 3 1 1 5 
Respect for others 1 1 2 
Various: Positive attitude; Build relationships; Friendly with staff; Good interpersonal skills; Be aware; 
Cool & calm; “Caring about the little people”’ Passion and compassion; People skills; Knows and 
Business skills 
Knowledgeable of hotel 
operations/industry 

5 2 4 11 

Professional 1 1 1 3 
Vision 2 2 
Decision making 1 1 2 
Various: Organised; Ability to financially manage a property; Mature; “I don’t really know”; Work ethic

Department Management
Interpersonal 
Communication 3 2 3 8 
Leadership 3 1 1 5 
Approachable 1 2 1 4 
Respect others 1 1 1 3 
Listen and learn from 
others 

1 1 1 3 

Supportive 1 1 2 
Good people skills 1 1 2 
Understands staff 1 1 2 
Various: Team building skills; Want to improve and help the department in any way needed; Build 
relationships; Positive attitude; Provide guidance; Good personality; Delegating in a non-condescending way; 
Appreciates staff; Conflict management; Want to improve staff; Be aware 
Business skills 
Knowledgeable 3 1 3 7 
Organised 1 2 3 6 
Professional 1 1 2 
Decision making 1 1 2 
Various:; Knowledgeable of what is happening in other depts; Problem solving; Hands on approach; Attention 
to detail; Experienced  

Table 6.4 contains line staff employee responses to the HR Manager position, 

and their own line staff positions, staff responses produced one common category 

between positions of Business skills (also found in Table 6.3); with the HR Manager 

position containing an additional category of Interpersonal (again, also found in Table 

6.3) and the Line staff employees containing a Personal qualities category. 
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Table 6.4 

Line Staff – Position Characteristics Concept of HR Manager and Line Staff 
Total  
n = 19 

Aries  
n = 7 

Leo  
n = 4 

Taurus  
n = 8 

Category Item 
Counts 

HR Manager
Interpersonal 
Communication 4 2 6 
Listen to employee 
problems 

1 2 1 4 

Approachable 2 1 3 
Understand staff 1 1 2 
Positive attitude 1 1 2 
Fair treatment of 
staff/equitable 

1  1 2 

Various: Leadership; Empathy; Build relationships; Good people skills; Open door; People skills; Supportive 
of the “little person”; Compassion; Helpful; Friendly
Business skills 
Knowledgeable 4 1 5 
Understand the needs of 
all departments 

  3 3 

Professional 1 1 2 
Various: Work ethic; Support HODs with recruitment and selection; Familiar with legal requirements 
Other  
Various: Takes on responsibility; Helps out when needed; Good delegating skills; Gives guidance; Organised; 
Decisive; Conflict resolution skills 

Line staff employee
Personal qualities 
Communication 3 1 4 
Willing to learn 3 3 
Good team player 1 1 1 2 
Good work ethic 1 1 2 
Professional 1 1 2 
Common sense 1 1 2 
Reliable 1 1 2 
People skills 1 1 2 
Happy & positive 1 1 2 
Be motivated 1 1 2 
Various: Sense of humour; Shows initiative; Builds relationships; Not take things personally; Flexible; Co-
operative; Trustworthy; Respectful; Want to succeed 
Business skills 
Knowledgeable 1 4 5 
Genuine customer 
service approach/skills 

  3 3 

Organised 2 2 
Various: Time management skills; Follows standards; Follows instructions  

For the HR Managers, most items identified (six in total) were in the 

Interpersonal category including a variety of individual response items. The Business 

skills category contained three items. In the Personal qualities category, unique to the 

Line staff level, ten items were noted including communication, willingness to learn and 
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people skills. The Business skills category identified three items with being 

knowledgeable as most highly rated. 

6.2.2.4. HR Department Involvement Concept – Table 6.5 

Line staff employee responses, to the level of HR department involvement in 

their jobs (Q. 1), produced the four items of training, job advertising and recruitment, 

reward and recognition, and career development, with training the most highly cited 

item; “Lots of training on a regular basis”. Various other responses included the notion 

that HR department was often involved in areas of dispute or mediation of problems etc 

as seen in comments such as “If there is a problem” and “... if in trouble”. When asked 

to consider what changes they would make if they were the HR Manager (Q. 2) various 

individual responses were noted with the only common response across hotels being 

unable to “think of an answer”. However, within the various responses there was a 

Table 6.5 

Line Staff – HR Department Involvement Concept 

Total  
n = 19 

Aries  
n = 7 

Leo  
n = 4 

Taurus  
n = 8 

Category Item 
Counts 

Q 1. How has Human Resource department been involved in your job?
Training opportunities 5 1 4 10 
Advertise 
jobs/recruitment 

 2 4 6 

Reward & recognition 1 3 4 
Career development 2 1 3 
Various: If any problems; If in trouble; Mediate disputes between staff; Forced holiday leave; Haven’t had 
much to do with them 

 
Q 2. If you were the Human Resource Manager, what would be the ‘top 2’ changes you would make?
Other 
“Couldn’t think of an 
answer” 

4 2 2 8 

Make the staff happier, 
more content, then less 
staff turnover 

  2 2 

Various: Cross training of staff between departments; More communication training for managers; Employ 
staff with more common sense; More access and opportunities for advancement and learning; More inter & 
intra department interaction; Give more set hours; More recognition of staff; More training; More 
communication with staff 
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sense that the nature of HR department placed it in a unique position to span across 

departments and influence various intra-department relationships, this being put bluntly 

with “Make all departments (staff) get to know each other better – the way we 

function”. 

6.2.2.5. Critical Performance Links Concept – Table 6.6 

Responses of line staff considering what ‘things’ helped them to do a good job 

(Q. 1) produced three concrete categories of Performance management, Training and 

support, and Teamwork together with some Other items. The Performance management 

category produced the most overall responses, including such items as clear objectives 

and guidelines, and using the correct equipment. Training was the most strongly 

identified item in the Training and Support category. 

When considering what things got in the way of them doing a good job (Q. 2), 

line staff responses produced two concrete categories of Communication, and 

Procedures and equipment, together with Other various responses. Similar overall 

response rates for Communication, and Procedures and equipment were noted with 

items such as bad communication between staff, guests and departments cited. 

Together with a lack of equipment and time to teach staff noted. These elements 

summarised and characterised in comments such as “... staff who don’t pull their 

weight”, poor “... interaction between departments”, and “People flapping, and saying a 

whole lot without doing anything. Just flapping about and create chaos”. 

Question 3, which sought to understand what line staff thought were the keys to 

the management of a successful department or team, found that all line staff responses 

could be considered under one category of Interpersonal and leadership. Seven items 

were cited with communication skills, leadership skills and mutual respect the top three, 

with various other individual responses also noted. Often 
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Table 6.6 

Line Staff – Critical Performance Links Concept 

Total  
n = 19 

Aries  
n = 7 

Leo  
n = 4 

Taurus  
n = 8 

Category Item  
Counts 

Q 1. What systems, processes, or ‘things’ help you to do a good job?
Performance management  
Clear objectives & 
guidelines 

3 2  5 

Correct equipment 1 1 3 5 
Communication 1 4 5 
Daily task sheets 1 1 2 
Various: Performance reviews; Time made available to complete tasks
Training & support 
Training 1 1 5 7 
Support from mgt 3 1 4 
Support from colleagues 1 1 2 
Teamwork 
Part of an efficient team 3 4 7
Various: Teamwork 
Other  
Working hard 1 1 2 
Respect from mgt 1 1 2 
Various: Constructive criticism/feedback; Customer empathy; Easy guests

 
Q 2. What systems, processes, or ‘things’ get in the way of you getting your job done well? 
Communication 
Bad communication 
between staff and guests 

1 2 2 5 

Bad communication 
between departments 

1 1 1 3 

Other staff with bad 
attitudes 

  3 3 

Various: Lack of understanding from different departments; Bad team leadership; Poor planning 
Procedures & equipment 
Lack of time to teach new 
staff 

1  3 4 

Lack of streamlined 
systems 

1  1 2 

Lack of equipment 1 1 2 
Lack of time to do job 1 1 2 
Various: Shortages of stock; Poor planning 
Other 
Other staff who don’t pull 
their weight or procrastinate 

1  2 3 

Lack of staff 1 1 2 
Various: Insufficient training; Talkative guests; Unrealistic expectations of guests 

 
Q 3 What do you think is the key, or keys, to the management of a successful department or team? 
Interpersonal & 
leadership 

 

Communication skills 5 3 8 
Leadership skills 3 1 3 7 
Mutual respect 1 1 4 6 
Teamwork 3 3 
Common goals 1 1 2 
Managers with team 
building skills 

1 1  2 

Shows appreciation of staff 1 1 2 
Various: Supporting team initiative; Good listener; Friendly; Managers that show initiative; Effective delegation; Common 
goals; Approachable manager; Encouraging the team; Knowledgeable managers; Well organised leaders; Communication 
skills, Good work conditions; Common sense; Supportive staff; Happy staff 
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made comments in this regard included the “... communication of needs...” by 

management and their ability to “...lead by example”. This sentiment often simply 

translated into the outcome that “A happy crew is a productive crew”. However, 

permeating responses in this overwhelming Interpersonal and leadership category was 

that employees needed to be treated with respect and “Not to be treated like children”. 

Note: In completing this analysis of self administered questionnaires and 

interviews I reflect on a comment the last interviewed staff member in this research 

made to me. After I said “I’m a bit surprised people have been so willing to tell me as 

much as they have”, they replied, “You’re an outlet”. Seems the needfor 

communication is very real. 

6.2.3. Discussion 

Presented here is a formative discussion, under the five concept headings, of the 

line staff level research results from the self-administered questionnaires and follow up 

face to face interviews. 

Performance Characteristics Concept 

Department performance measures identified by line staff generally could be 

categorised as lag measures of various forms of stakeholder feedback, together with 

traditional financial measures. These were not surprising within this industry. 

Interestingly communication was also cited. In this regard, communication being 

viewed as a measure of performance is a fascinating observation. Broadly speaking, 

communication would be seen as a process, system or dynamic of some form, not a 

measure as such. However if one considers the means by which performance is 

managed and outcomes are achieved, intrinsically within communication processes, 

systems and networks; then the achievement of timely, efficient and effective 

communication is of course part of the performance dynamic. If communication is 
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being measured by staff because of its association with their performance then it 

becomes part of ‘their’ performance measures. 

Not only was communication generally observed, but directly found in the 

provision of the various guest, manager, supervisor, and inter-department feedback; the 

feedback providing the measures of performance efforts. Such a focus toward feedback 

is sharpened when line staff considered the best measures of their performance. Here 

guest, manager, and peer feedback are the important measures. When considering line 

staff responses, the nature of the hotel service industry, the immediacy of service 

demand and supply, and the jobs employees undertake, the timeliness of the feedback is 

identified. Here the various forms of feedback and communication present as what 

could be considered concurrent indicators of performance, potentially available very 

near or within performance events. 

‘Best’ and ‘Worst’ Job Characteristics Concept 

Identifying employees’ views of these dimensions of their jobs assisted in 

understanding the environments in which they performed their jobs. If the best features 

of their jobs related to the performance of their jobs then these areas would potentially 

have the greatest impact on performance. If one considers this in relation to the 

consistent responses of, the relationships and interactions, they have with other work 

colleagues and customers as being the best features of their jobs, then the importance of 

interpersonal dynamics becomes very pertinent to performance. 

Not only did staff identify the importance of the interpersonal relationships they 

experience at work, but they identified communication as the means of achieving it. 

Ironically, but perhaps not surprisingly, they often identified the worst aspects of their 

jobs, which potentially could conceivably adversely impact their performance, as being 

associated with the relationships they have with other staff and customers. The need for 

training and effective communication to alleviating this. 
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When considered in association with the previous dimension of performance 

characteristics, with communication and feedback being seen as important measures, the 

observance of the quality of interpersonal relationships and the associated need or 

communication as the best features of their jobs is not surprising. Contrastingly 

communication deficiencies were also potentially the ‘worst’ of their work experiences. 

Position Characteristics Concept 

When line staff considered which characteristics were essential for the positions 

of GM, Department Manager, HR Manager and their own positions, consistent 

responses across all positions identified the categories of interpersonal skills and various 

operational skills. While the level of certain characteristics varied naturally with the job 

positions these two general dimensions did not. The relevance of this is that employees 

work in an environment with various peers and superiors with whom they interact. 

These interactions forming part of the dynamic in which they perform their jobs. 

In identifying the importance of technical skills and interpersonal skills, line 

staff described the means by which they do their jobs and the requirements of the 

interpersonal environment they do them in. Naturally to these staff technical / 

operational skills are essential for them to perform their jobs, by also naturally to them 

is a positive interpersonal environment built on efficient and effective communication, 

respect, trust and positive relationships. 

HR Department Involvement Concept 

As the HR Department is synonymous, at least in name or in part with HRM, 

this concept was important in framing the actual function of the department in relation 

to line staff. In so doing this concept principally identified the functions of training and 

development, recruitment and selection, and aspects of reward and recognition as the 

primary areas of involvement with line staff across all hotels. Clearly the impact of 

these functions on performance is self evident. However the extent to which these 
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functions accommodate the emerging needs of staff (as identified in preceding 

concepts) is uncertain. 

A work environment characterised by efficient and effective communication and 

positive interpersonal dynamics, is apparently essential for line staff to perform their 

jobs. However, the extent to which the HR Departments involvement, and identified 

functions, impacts on these areas considered necessary by staff for them to perform is 

uncertain. 

Critical Performance Links Concept 

Questions within this concept fundamentally asked line staff the overarching 

research question: How does HRM contribute to employee performance? However, 

this was done without directly mentioning HRM, so as not to lead employees, allowing 

for whatever links were evident to line staff to naturally present. Foci within this 

concept were what assisted and/or hindered line staff in undertaking their jobs, and what 

the key/s to the successful management of a department or team were. 

Training, equipment, procedures, performance management, effective 

communication and teamwork characterised responses from all three properties, as to 

what assisted staff in performing their jobs. Again we see operational and structural 

requirements interlocking with communication and team dynamics. Not surprisingly 

things which assisted in job performance were also often cited as things which got in the 

way of job performance. However, principally poor or bad communication became a 

prominent response as an impediment to line staff undertaking their jobs. As for the 

keys to successful department or team performance leadership, communication and 

positive interpersonal dynamics dominated this question. 

6.2.4. Conclusion 

Consideration of the responses to the questions in all the concepts discussed 

(Performance Characteristics, ‘Best’ and ‘Worst’ Job Characteristics, Position 
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Characteristics, HR Department Involvement, Critical Performance Links), at a line 

staff level, brings some determination to the research question of ‘How does HRM 

contribute to employee performance?’. 

Firstly, it seems employees understand what is required of them to undertake 

their jobs, the things which assist them, the things which hinder them, and the things 

which are central to them performing their jobs. Simply, employees appear to 

understand that they, and others, require the particular skills pertinent to their jobs but 

also need to work in an environment of efficient and effective communication, with 

positive interpersonal relationships. If we do this, then we could overlay the nature of 

what parts of the HRM function potentially contribute to employee skill levels, all forms 

of organisational communication, and the development of positive interpersonal 

relationships. This will be addressed in the unifying discussion section which 

completes this chapter. 

6.3. Part 2 – Exploring the Employee Views Survey 

This section will present information and data surrounding the use of an EVS 

(first encountered in Chapter 4, Stage 1) by Zodiac which uses the survey as a 

“... strategic, administrative and operational management tool”. The survey is 

undertaken on a yearly basis and is administered to all employees nationally, who 

complete it anonymously on line within their operational areas. The process is managed 

internally by a Zodiac department. 

As outlined in Stage 1 of this research attempts to obtain detailed EVS reports 

were limited, however further efforts in this stage of the research resulted in the 

provision of more detailed EVS data and information for each of the case hotel 

properties. However, of more initial significance to this now property specific 
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identified data, was that the EVS had undergone a revision with major changes to its 

structure since the Stage 1 review, which required further consideration. 

6.3.1. Method 

6.3.1.1. Participants 

Aggregated 2004 EVS responses from the three case study hotel properties were 

received and contained over 500 employee responses . No further identification of 

respondents was available, nor was attempted due to strict legal requirements on 

industry partner confidentiality. 

6.3.1.2. Procedure 

Description of the EVS 

As previously mentioned the EVS format considered in this stage of the research 

had greatly changed from that initially explored in the first research stage. It was 

comprised of seven initial demographic questions such as: What department do you 

work in? How long have you worked there? What is your employment status? What is 

your job level? How long have you worked for Zodiac? What is your gender? An 

additional demographic question in this ‘new’ EVS was: What is your age? 

The survey also contained thirteen categories, similar to the previous year, 

however the category of Corporate Leadership had been omitted and a new category of 

My Work Environment had been included. This EVS contained an additional nineteen 

items under the various categories, of which one or two were added to most categories 

with the exception of the Communication category which remained unchanged, and the 

My Immediate Supervisor/Manager category which had an extra five items included in 

it. The two opened ended questions which asked employees to identify positive aspects 

of their jobs and how their job could be improved were the same as the previous year. 

However the previous years question which asked employees to make any comments 
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that they felt were relevant to the survey was not present in the current survey. There 

were also two other noticeable changes to this EVS. 

The first most striking change was the removal of the ranking scale of 

Importance which corresponded to each of the items. This was replaced with a section 

which listed twelve aspects of an employees work environment, such as, ‘Training and 

development opportunities’ and ‘Relationship with my immediate supervisor’. 

Employees were asked to rank these twelve aspects from 1 to 12, with 1 being the most 

important aspect of their work environment to 12 being the least important. The second 

change was the inclusion of a section of Individual Questions, which asked three 

questions relating to whether the employee had received: at least one form of training in 

the last twelve months, had a performance appraisal in the last twelve months, visited 

the Zodiac job vacancies site on the intranet. 

As with the previous EVS (as per Stage 1) employees complete their responses 

to the 78 items on their level of satisfaction ranked on a four point Likert Scale with: 1 

‘Strongly Disagree’, 2 ‘Disagree’, 3 ‘Agree’, 4 ‘Strongly Agree’ and a ‘Not 

Applicable’ response. Zodiac score and interpret the EVS by a fundamental 

aggregation of the top two rating scores on each item i.e., 3 ‘Agree’ and 4 ‘Strongly 

Agree’. If the overall response to the particular item combines to be at least 80 percent 

or more it is generally considered an acceptable result. A response of less than 80 

percent requires the respective hotel/department to take steps to improve performance in 

that area. Clearly, the EVS forms an important part of Zodiac’s HR system providing an 

invaluable insight into a variety of HR issues and practices. As with Stage 1 of this 

research EVS has presents a number of areas to be further explored and considered. 
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6.3.2. Results 

The results presented in this section are derived from the progressive application 

of quantitative and qualitative exploratory methods as determined by the nature of the 

unfolding data and information from the EVS. 

6.3.2.1. Dimensions of the EVS 

Initially, exploration of these descriptive data was focused toward Zodiac’s use 

of an 80 percent aggregated response to Agree and Strongly Agree ratings, together with 

the use of the newly organised importance ratings of EVS items. To clarify and 

understand these areas, and to better inform and critically analyse the EVS, criteria were 

established to consider major areas of positive response, negative response and the 

importance employees placed on response items. 

Positive Response Items with low negative response rates were identified in two 

ways. Firstly, when items had Strongly Agree response rates higher than the Agree 

response rate, together with aggregated Disagree and Strongly Disagree response rates 

of less than 6%, they were identified. (Rationale for these two criteria was based on 

consideration of the highest positive responses patterns and lowest negative response 

patterns found in these sets of data.) A secondary set of positive response items, with 

lower range negative responses, was similarly identified, however instead of an 

aggregated Disagree and Strongly Disagree response rate of 6%, a response range of 6% 

to 13% was identified in the data. This range was still conservatively below that of 

Zodiac’s 20% negative response marker. 

Negative Response Items were also identified in a similar way. Firstly, items 

which had Agree response rates at least twice that of the Strongly Agree response rates, 

together with aggregated Disagree and Strongly Disagree response rates of 15% or more 

were identified. Rationale for these two criteria was based in consideration of a high 
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Table 6.7 

EVS Strong Positive Response Items 

Strongest Positive Response Items 

Strongly 
Agree  

Response > 
Agree  

Response %

Aggregated 
Disagree and 

Strongly  
Disagree  

Response < 
6% 

EVS Categories 

1. Satisfying customers gives me 
satisfaction 

70.2 * Customer Service 

2. Satisfying the needs of our guests 
always comes first in my department

58.4 * Customer Service 

3. I am responsible for my own work 
55.4 * Performance  

Management 
4. My hotel has an understanding of its 

customers needs 
55.0 * Customer Service 

5. I understand how my job contributes to 
the overall success of my hotel

53.5 * Performance  
Management 

6. I enjoy working with my colleagues 52.9 * My Work Team 

7. I understand how I need to contribute to 
my team to achieve our goals and 
objectives 

52.5 * 
My Work Team 

8. Health and safety of employees is 
important at Zodiac 

52.0 * Safety 

9. My General Manager demonstrates the 
Zodiac Values 

51.7 * My GM 

10. My General Manager is competent and 
effective 

51.2 * My GM 

11. I know what is expected of me in my 
work 

50.2 * Performance  
Management  

Aggregated Disagree and Strongly Disagree 
Secondary Positive Response Items Response Rates 

6% – 13% 
1. My immediate supervisor / manager 

listens to me 48.7 * 
My Immediate  

Supervisor /  
Manager 

2. I receive support from my immediate 
supervisor / manager 48.5 * 

My Immediate  
Supervisor /  

Manager 
3. My hotel delivers high quality services 

to its customers 
47.8 * Customer Service 

4. I trust my immediate supervisor / 
manager 47.2 * 

My Immediate  
Supervisor /  

Manager 
5. I tell others Zodiac is a good 

organisation to work for 46.8 * 
My Satisfaction & 

Organisational  
Commitment 

6. I enjoy working with my immediate 
supervisor / manager 46.7 * 

My Immediate  
Supervisor /  

Manager 
7. I enjoy the work I do 

46.3 * 
My Satisfaction & 

Organisational  
Commitment 

8. I feel my immediate supervisor / 
manager is competent and effective 45.6 * 

My Immediate  
Supervisor /  

Manager 
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Agree response with a high negative response rate representing a higher overall negative 

trend for items identified. 

6.3.2.1.1. Strong Positive Response Dimension of the EVS 

Table 6.7 identifies a total of 19 EVS items which represented a strong positive 

response dimension from employees, across the three case properties, to the EVS. 

Within this dimension two sets of items are presented (Strongest Positive Response 

Items, and Secondary Positive Response Items), differentiated by aggregated ratings of 

Disagree and Strongly Disagree response rates of less than 6% or those ratings between 

6% and 13%. Remembering that employees respond to items identifying the extent to 

which they agree or disagree with the item, the item of ‘Satisfying customers gives me 

satisfaction’ presents the highest and most outstanding positive response across the 

entire EVS with a response rate of 70.2%. This item is followed by another customer 

service item of which three in total make up the highest four response 

Although five of the items presented come from the EVS sections of 

Performance Management (3) and My Work Team (2), when considered in unison they 

present a strong dimension of how individual employees understand their work roles 

individually and within their work team. The two remaining items which complete the 

top eleven items relate to a positive view employees have toward their GM and a strong 

belief that Zodiac understands the importance of the health and safety of its employees. 

Of the remaining eight strongly positive response items identified, five denote 

the importance of the relationship employees have with their immediate supervisor / 

manager. Two further items identify came from the EVS section of My Satisfaction and 

Organisational Commitment, with employees acknowledging a positive view of Zodiac 

as an employer and an enjoyment with the work they do. With the remaining item in 

this dimension that of Customer Service, with employees considering the quality of 

services provided by their hotel, to customers, as being of high quality. 
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6.3.2.1.2. Strong Negative Response Dimension of the EVS 

In contrast to the positive response dimension of the EVS a strong negative dimension 

containing twelve EVS items was identified (Table 6.8). These items come from the 

five EVS categories of Communication (4), Reward and Recognition (4), Employee 

Involvement (2), Performance Management (1) and Vision and Direction (1). 

Table 6.8 

EVS Strong Negative Response Items 

Strongest Negative Response Items 

Agree responses at  
least twice that of  

Strongly Agree  
responses 

Aggregated  
Strongly  

Disagree and  
Disagree  

Response % 

EVS Categories 

1. Departments in my hotel 
communicate well with each 
other 

* 31.6 
Communication 

2. I am recognised for putting in 
extra effort * 27.6 

Reward &  
Recognition 

3. My total remuneration is fair 
when compared to similar jobs in 
other organisations

* 24.2 
Reward &  

Recognition 

4. I get enough feedback about my work performance * 23.0 Performance Management 

5. My contribution is adequately 
recognised * 22 .9 

Reward &  
Recognition

6. I know what is happening in my 
hotel * 21.1 

Communication 

7. I have an understanding of what is happening outside of my 
hotel * 20.5 

Communication 

8. I have the opportunity to 
contribute to important decisions 
within my workplace 

* 19.8 
Employee  

Involvement 

9. I have a clear understanding of 
Zodiac’s direction and goals 

 
16.0 

Vision &  
Direction

10. I have opportunities to be 

involved in workplace changes * 15.9 Employee Involvement 

11. I am paid appropriately for my 
job as laid out in my Award / 
agreement / contract 

* 15.8 
Reward &  

Recognition 

12. I get enough information about 
what is going on in Zodiac 

 
15.0 

Communication 

 

The most strongly negatively responded to item in the EVS was ‘Departments in 

my hotel communicate well with each other’ with a heavily weighted Agree response 

pattern together with an aggregated disagreement rating of 31.6% (with three other 

Communication items found with strong negative responses). It could further be 
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presented that items numbered 8 and 10, from the EVS section of Employee 

Involvement, also present an element of communication dissatisfaction; with the 

Performance Management EVS category item of ‘I get enough feedback about my work 

performance’ also relating to communication. 

The other EVS category represented with four items is that of Reward and 

Recognition, with the four items identified equally split between reward (pay and 

remuneration) items and recognition items relating to an employees extra work effort 

and contribution to work as being strongly negatively viewed by employees. Again 

recognition items are also potentially associated with communication elements. 

The final item identified in this negative dimension is that of the understanding 

employees have of Zodiac’s direction and goals (EVS category Vision and Direction). 

It would appear that employees have little understanding of the bigger picture which, 

again, may be in part related to communication within these hotels. 

6.3.2.1.3. Importance Scale Rankings 

As previously mentioned, the ranking of the importance of items in the EVS 

changed format from the Stage 1 (Chapter 4) EVS. In this part of completing the EVS, 

employees were required to rank twelve items as to how important they were to keeping 

the employee motivated and satisfied, from 1 being most important to 12 being least 

important. Unfortunately the data contained in this EVS was dirty to say the least and 

compromised at worst, due to employees being able to incorrectly submit rankings e.g. 

you could rank all of the items with 1, if you chose to. There appeared to be no control 

on requiring a forced 1 to 12 ranking sequence. However the data was explored (Table 

6.9) with gross percentages calculated on each item by totalling the individual item 

rankings against the number of staff responding. 
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Table 6.9 

Importance Rankings Aspects for Employee Motivation and Satisfaction 

Items Ranked  
[1 highest – 12 lowest] 

% 
Response to Rank

Associated EVS Categories Items Relate To 

Category Part Category 

1. Good management and 
leadership across the 
organisation 

37.8  - My Immediate 
Supervisor / Manager 
- My General 
Manager - Vision & 

2. A supportive and cohesive 
work team 

37.6 My Work Team  

3. Having work that is interesting 
and challenging 

33.2  My Satisfaction & 
Organisational 
Commitment 

4. Being able to provide a high 
level of customer service 

32.8 Customer Service  

5. Relationship with my 
immediate supervisor 

30.8 My Immediate 
Supervisor / Manager

 

6. Career and opportunities for 
progression 

29.3  My Satisfaction & 
Organisational 
Commitment 

7. Being recognised for what I do 29.1 Reward & Recognition
8. Training & Development 

Opportunities 
28.9 Training & 

Development
 

9. My general work environment 
including relationships 

28.2 My Work Environment Work Team 

10. Feedback about my 
performance and clear goals 
and expectations 

23.2 Performance  
Management 

 

11. Being involved and able to 
contribute to decisions and 
changes 

19.4  Employee Involvement 

12. Future direction of the 
organisation 

17.1 Vision & Direction  

 

Of the thirteen sections of the EVS, items presented for ranking related to eleven 

sections with the Communication and Safety sections not represented. However, while 

this data was dirty, it does present some interesting common response patterns with two 

items clearly ranking as most important across hotel properties. These were, ‘Good 

management and leadership across the organisation’ and ‘A supportive and cohesive 

work team’. Of the two lowest ranked items were those related to being involved and 

contributing to decisions and changes, and the importance of the future direction of 

Zodiac. 
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Further, in an attempt to consider any relationships between both the strongly 

positively and negatively responded to items from the EVS (Tables 6.7, 6.8), the 

importance employees place on these items, and the EVS sections they come from, 

Table 6.10 presents a summary. 

Table 6.10 

Summary of Strong Positive and Negative Response Items Importance 
EVS Sections Importance 

Rankings1 
(1 to 12) 

Positive  

Item Counts2 
Negative  

Item Counts3 

My Immediate Supervisor / Manager 1, 5* 5  
Customer Service 4 4  
Performance Management 10 3 1 
My General Manager 1 2  
My Work Team 2 2  
My Satisfaction & Organisational Commitment 3, 6* 2  
4 Safety 1  
4 Communication 4 
Reward & Recognition 7 4 
Employee Involvement 11 2 
Vision & Direction 12 1 
5 Training & Development 8  
5 My Work Environment 9  
1 Importance rankings from Table 6.9 (1 most important to 12 least important) 

2 All positive response items from Table 6.7 included 

3 All negative response items from Table 6.8 included 

4 No importance ranking items for these two EVS categories 

5 No extreme positive or negative items identified in these two EVS categories 
* Where two ranked items comprise an EVS category 

 

Of the thirteen sections present in the EVS there were no importance ratings 

sought for either the Safety or Communication sections; nor were there any strongly 

negative or positive response rated items in the sections of Training and Development, 

and My Work Environment. 

The first broadest observation identifies that generally strong positive items 

rated by employees were also considered the most important, with strongly negative 

rated items rated as less important overall. Of the six EVS sections which were 

represented by strong positive rated items, five of these were also rated in priority as 

most important, with the exception of Performance Management which rated tenth in 

importance. Relationship elements with immediate Supervisor / Manager and GM rated 
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highest, followed by the work team employees were part of. Of the negatively rated 

items, Reward and Recognition rated highest in importance at 7 with Vision and 

Direction lowest. 

6.3.2.2. Content Analysis of EVS Closing Questions 

The EVS concluded by asking staff to respond to two questions: What is the 

best thing about your current position / employment? What could be changed in your 

current role / employment to make it better for you? The following sections explore 

employee responses to these questions using Leximancer 2.2 data mining software 

(Leximancer Pty Ltd, 2005). Leximancer assists in extracting important concepts which 

are contained within themes, in line with content analysis practices. For reproduction 

clarity, Leximancer concept maps have been adapted to better suit Microsoft Word 

formatting capabilities. Within these maps the size of concept points indicates their 

relevance within thematic groups which are surrounded by circles. 

Hotel Properties Question Responses 

Question 1: What is the best thing about your current position / employment? 

Responses to this question generated three major overlapping themes: work, 

people, and team (Figure 6.1). The best things about working for Zodiac identified the 

challenging nature of the work as it related to the individuals job which was, not 

surprisingly, associated with the other people employees worked with, and the nature of 

the team they comprised. Responses identified great working environments together 

with enjoying the colleagues staff worked with. This is perhaps best typified by an EVS 

response that “The best thing about my current position are the people I work with in 

my immediate team”. 
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PEOPLE
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great 
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staff 

Figure 6-1 ‘Best Thing’ Response 

Question 2: What could be changed in your current role / employment to make 

it better for you? 

Responses to this question generated two major overlapping themes of staff and 

department, together with a weaker theme of time (Figure 6.2). Within the staff theme, 

respondents identified a central concept of training. Training was seen as lacking with 

“...more staff training and feedback...” required. The department theme appeared to 

represent personalised responses of individuals to what was lacking in their own 

immediate work environment, often referring to the demands of their jobs and the nature 

of the hours they worked. Perceived shift work inequalities often being voiced; this 

theme accommodating the weaker time theme which also refers to time available in 

which to complete jobs. 
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Figure 6-2 ‘Make it Better’ Response 

6.3.2.3. Principal Components Analysis 

In line with Chapter 4 (4.4.3), to better understand the data and determine some 

level of internal validity to the EVS principal components analysis (PCA) was used. 

While the EVS consisted of thirteen categories with 78 items which appeared to be 

relationally grouped further exploration using quantitative approaches were applied. 

During the researcher’s initial familiarisation and exploration of the EVS and data set, it 

was found (as with the previous years EVS) that the categories and their items in the 

EVS appeared to in fact comprise two separate subsets. 

One subset within the EVS will be referred to as Relational Practices because of 

its communication and interpersonal dynamics features, the other, Core Practices, 

because of its focus on processes and systems. The Relational subset contained 

categories of customer service, my immediate supervisor/manager, my general manager, 

my work team, employee involvement, and communication. The Core subset contained 

categories of training and development, my work environment, performance 

management, reward and recognition, safety, vision and direction, and my satisfaction 

and organisational commitment. This division of the EVS into the two subsets proved 
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useful in exploration of the data, as will be demonstrated, especially considering that the 

researcher had no reason to consider the survey as being psychometrically sound. 

PCA with an oblique promax rotation and Kaiser normalisation was performed 

through SPSS 14.0 on the 36 items of the Relational subset and the 42 items of the Core 

subset, with a sample in excess of 500 Zodiac employees from the three case properties. 

As the EVS was not developed by this researcher there was no theoretical foundation or 

a priori position from which the researcher approached the EVS and its data. As such it 

was likely that expected principal components may be correlated, therefore PCA was 

used initially as a means of data reduction as opposed to Factor Analysis, and to 

determine any potential inter-factor correlations (Tabachnick & Fidell, 2007; Costello & 

Osborne, 2005). The component correlation matrices for both subsets identified that all 

of the extracted components were correlated to each other. Assumptions of normality, 

sphericity and sampling adequacy were met. 

Relational Practices Subset Analysis 

After complex items were removed six components were extracted with 

Eigenvalues greater than one. These components explained 69.58% of the variance 

with the first component accounting for 41.10% of the variance (Table 6.11). While 

Table 6.11 

Relational Practices Variance 
 

Total Variance Explained  

Components Initial Eigenvalues 
 Total % of Variance 

Manager/Supervisor  
Relationship 15.21 

 
41.10 

Informed &  
Involved 3.37 

 
9.12 

GM Support 2.45  6.63 
My Work Team 1.86  5.02 
Customer Service 1.73  4.67 
Individual Value 1.13  3.05 

Extraction Method: Principal Component Analysis.  
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Table 6.12 

Relational Components from EVS 

Pattern Matrix 

 Components 

 
Mgr/Sup. 
Rel’ship 

Informed 
&  

Involved
GM  

Support 

My  
Work  
Team 

Cust.  
Service 

Individ. 
Value 

I trust my immediate supervisor / manager 0.956      
My immediate supervisor / manager knows how to 

appreciate my work and efforts 0.911
     

I enjoy working with my immediate supervisor / manager 0.909      
My immediate supervisor / manager respects me 0.899   
I feel my immediate supervisor / manager is competent 

and effective 0.893
     

My immediate supervisor / manager treats all employees 
fairly 0.882

     

I receive support from my immediate supervisor / 
manager 0.875

     

My immediate supervisor / manager listens to me 0.844      
My immediate supervisor demonstrates the Zodiac Values 0.807      
I know what is happening in my hotel 0.820   
I get enough information about what is going on in
Zodiac 0.809   
I trust the accuracy of the information distributed to 

employees 
 

0.750
    

I have an understanding of what is happening outside of 
my hotel 

 
0.669

    

Departments in my hotel communicate well with each 
other 

 
0.665

    

I have enough information to do my job well 0.572   
My induction was well managed and provided me with 
the information I need to perform effectively 

 
0.413

    

My General Manager is competent and effective   0.907    
My General Manager treats all employees fairly   0.896    
My General Manager demonstrates the Zodiac Values   0.884    
I receive support from my General Manager   0.878    
My General Manager listens to me   0.862    
I receive help and support from my co-workers    0.877   
I enjoy working with my colleagues 0.849   
People in my immediate work group work together 
effectively as a team 

   
0.783 

  

I understand how I need to contribute to my team to 
achieve our goals and objectives 

   
0.708 

  

My immediate work group gets the support and 
cooperation it needs from other teams 

   
0.701 

  

My hotel has an understanding of its customers needs 0.763  
Satisfying the needs of our guests always comes first in 
my department 

    
0.715 

 

Customers are satisfied with the services we deliver     0.715  
My hotel delivers high quality services to its customers     0.708  
Satisfying customers gives me satisfaction 0.614  
I am provided with information about our customers 
including customer feedback 

    
0.579 

 

I have opportunities to be involved in workplace changes  0.830
I have the opportunity to contribute to important decisions 
within my workplace 

     
0.823

I am given the opportunity to suggest new ideas or 
improvements 

     
0.723

I am encouraged to use my initiative      0.682

My opinion on work related issues is valued  0.621
Extraction Method: Principal Component Analysis. 

Rotation Method: Promax with Kaiser Normalization. 

Cronbach’s Alpha Reliability Values .967 .861 .938 .857 .801 .915 
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the SPSS Eigenvalue of one is a default setting it was accepted as the components 

extracted continued to make sense for interpretation and naming at this setting 

(Tabachnick & Fidell, 2007). The six components identified (Table 6.12) all contained 

items with loadings greater than 0.40. The six components were labelled: 

Manager/Supervisor (41.10% of variance), Informed and Involved, GM Support, My 

Work Team, Customer Service and Individually Valued. 

Core Practices Subset Analysis 

Seven components were extracted with Eigenvalues greater than one after 

complex items removed. The seven components explained 68.92% of the variance with 

the first component accounting for 39.62 of the variance (Table 6.13). Again, while the 

SPSS Eigenvalue of one is a default setting, it was accepted, as the components 

extracted continued to make sense for interpretation and naming at this setting 

(Tabachnick & Fidell, 2007). The seven components identified (Table 6.14) all 

contained item with loadings greater than 0.40. The seven components were labelled: 

Career Perspective (42.23% of variance), Work Satisfaction, Training and 

Development, Reward and Recognition, Work Role Expectations, OH&S Awareness, 

Company Values. 

Table 6.13 

Core Practices Variance 

Total Variance Explained 
Components Initial Eigenvalues 

 Total % of Variance 
Career Perspective 12.68 39.62 
Work Satisfaction 2.25 7.03 

Training &  
Development 1.77 5.55 
Reward &  
Recognition 1.65 5.15 
Work Role  
Expectations 1.40 4.37 
OHS Aware 1.29 4.02 

Company Values 1.02 3.19 
Extraction Method: Principal Component Analysis. 
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Table 6.14 

Core Components from EVS 

Pattern Matrix 

 Components 

Career  
Perspect. 

Work  
Satisf’ion 

Train. & 
Dev. 

Reward 
& Recog. 

Work  
Role  

Expect’s 

OHS  
Aware 

Company 
Values 

I am willing to put in the extra effort for 
Zodiac to achieve its goals 
I intend to stay and develop my career with 
Zodiac 
I tell others Zodiac is a good organisation to 
work for 

I feel proud to work for Zodiac 
I expect that I will be in this organisation in 
12 months from now 

The work I do is interesting and challenging 

My work is personally rewarding 

I enjoy the work I do 
Overall I am satisfied with my current job at 
Zodiac 
Overall I am satisfied with my current place 
of employment 

I am provided with sufficient training 
Zodiac is committed to the ongoing training 
and development of its staff 
The training I’ve received has improved my 
work performance 
My induction was well managed and 
provided me with the information I need to 
perform effectively 
There are opportunities for me to progress 
further in this organisation 
I am recognised for putting in extra effort 

My contribution is adequately recognised 
My total remuneration is fair when 
compared to similar jobs in other 
organisations 
I am satisfied with the benefits I receive at 
Zodiac 
Feedback about my work performance is 
provided in a timely manner 

I know what is expected of me in my work 
I understand how my job contributes to the 
overall success of my hotel 
I am responsible for my own work 
The work performance/goals expected of me 
are realistic and achievable 
I am confident I know what to do in an 
emergency situation 
I am provided with the safety training and 
equipment to do my job effectively 
I am aware of my Occupational Health and 
Safety responsibilities 
Health and safety of employees is important 
at Zodiac 
I have a clear understanding of Zodiac’s 
direction and goals 
I have a clear understanding of the goals and 
direction of my hotel 

I am aware of the 5 Zodiac values 
I have a clear understanding of the goals and 
direction of my department

0.823 

0.795

0.788 

0.771

0.662 
0.929 

0.908 

0.863

0.491 

0.401 
0.919 

0.827 

0.821

0.739 

0.606 
0.844 

0.801 

0.713 

0.661 

0.567 

0.866 

0.783  

0.723 

0.707 

0.791 

0.790 

0.786 

0.670 

0.910 

0.878 
0.545 

0.515 
Extraction Method: Principal Component Analysis. 
Rotation Method: Promax with Kaiser Normalization. 

Cronbach’s Alpha Reliability Values .881 .891 .848 .830 .837 .842 .815 
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As PCA enabled the extraction and identification of sets of components which 

structurally related to Relational interpersonal facets of employee responses and Core 

practices and systems experienced by employees, this allowed for comparison between 

these components. 

6.3.2.3.1. ANOVAs of Extracted Components 

Further analysis was considered for the Relational and Core Practices 

components. This was undertaken by obtaining a mean score for each component by 

summing all of the respondents’ ratings to all items comprising the component, and 

calculating a mean for each component. This step provided descriptive statistics and the 

ability to run ANOVAs (as attempted in section 4.4.3.3) on the components contained 

within each of the subsets. While the descriptive statistics were obtained, and will be 

presented, the ability to usefully consider the ANOVA results was impeded. 

All of the ANOVAs showed that the means were significantly different between 

all of the components within each of the Relational and Core components (all p-values 

< 0.0005). However this was with an observed power for each analysis of 100 percent. 

Although the analyses indicated significant results, given that power was at ceiling these 

effects were most likely due to the large sample size (n > 500) used in this analysis. 

With such a large sample size a test can became overly sensitive which results in 

smaller and smaller effects being found to be statistically significant (Hair, Anderson, 

Tatham, & Black, 1998). However the descriptive statistics generated do provide some 

insight into employee responses, although only modest descriptions can be drawn given 

the low variability between scores. 

6.3.2.3.2. Descriptive Analysis 

Descriptive Statistics – Relational Practices Components 

Within the Relational Practices subset component means ranged from 3.46 to 

3.06 for the Customer Service Perspectives and Communication Environment 
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components respectively (Table 6.15). Further, the Informed and Involved component 

when considered in relationship to the Communication Environment component 

appeared to extend the communication dynamic. That is, both components draw the 

similar themes together with the relationship components of Work Team, GM and 

Supervisor / Manager relationships ranking equally important when compared to each 

other. 

Table 6.15 

Relational Practices Components Agreement Rankings 
Components Mean SE 

Customer Service Perspectives 3.46 .018 
Work Team Relationship 3.36 .021 
GM Relationship 3.33 .026 
Supervisor / Manager Relationship 3.30 .029 
Informed & Involved 3.17 .025 
Communication Environment 3.06 .021  

Descriptive Statistics – Core Practices Components 

Within the Core Practices subset component means ranged from 3.47 to 3.00 for 

the Work Role Expectations, and Reward and Recognition components respectively 

(Table 6.16). 

Table 6.16 

Core Practices Components Agreement Rankings 
Components Mean SE 

Work Role Expectations 3.47 .020 
OH&S Awareness 3.36 .021 
Career Perspective 3.31 .024 
Training & Development 3.24 .024 
Work Satisfaction 3.23 .026 
Company Values 3.18 .022 
Reward & Recognition 3.00 .025  

Aggregated Core and Relational Practices Components 

In summary, while only modest interpretations can be derived from these 

statistics, some patterns are evident. When comparing the Relational with the Core 
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Practices component scores (Table 6.17), which score how strongly employees agree 

with EVS items (4 being Strongly Agree), four of the highest seven scores are 

Relational components with three scores for Core Practices components. Interestingly, 

the highest score of 3.47 is for the Work Role Expectations component in the Core 

Practices subset. Of the lower six scores, Core Practices components account for four, 

with the lowest ranking is for Reward and Recognition. The two Relational components 

of Communication Environment, and Informed and Involved falling within these 

bottom three rankings. 

Table 6.17 

Agreement Rankings of Core & Relational Practices Components 
Components Category * Mean 
Work Role Expectations C 3.47 
Customer Service Perspectives R 3.46 
Work Team Relationship R 3.36 
OH&S Awareness C 3.36 
GM Relationship R 3.33 
Career Perspective C 3.31 
Supervisor / Manager Relationship R 3.30 
Training & Development C 3.24 
Work Satisfaction C 3.23 
Company Values C 3.18 
Informed & Involved R 3.17 
Communication Environment R 3.06 
Reward & Recognition C 3.00 
* C = Core Practices component 
* R = Relational Practices component  

6.3.3. Discussion 

As line staff represent over 90% of hotel employees, their responses (voices) to 

the EVS items provide valuable insight into various dimensions of their work and 

employment relationships. Line staff perceive to clearly understand the nature of work 

role expectations of them and the resultant importance and central focus on customer 

service, as evidenced in the top five extremely strong positive responses items from the 

EVS (Table 6.7). Across the various forms of analysis in this section, employees 
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consistently respond positively and strongly in these areas. Attached to this positive 

and constructive orientation toward their jobs line staff also identify the importance of 

relationships they have with their supervisors, peers, and customers seen in these 

ranking highest on importance to them in Table 6.9. Seemingly both these observations 

being able to be considered as ‘hard’ and ‘soft’ perspectives of their work life 

experience. This is further summarised in Table 6.10, with ‘hard’ dimension generally 

considered of lower importance to items comprising the ‘soft’ dimension which were 

found within higher importance rankings. 

While these areas are generally presented in a positive voice they appear to be 

greatly tempered at best, or restricted at worst by negative views (Table 6.8) staff hold 

toward the quality of communication within their work environment, recognition of 

their efforts, the demands of their work and the rewards (salary and related) they receive 

(Figure 6.1). Of these strongly negatively voiced perspectives communication is clearly 

the most outstanding issue. 

Given communication is an essential and central part of the other negative and 

positive dimensions, its impact across all elements of line staff work life is obvious. For 

example, feedback and recognition, items strongly negatively perceived by staff, can 

only occur through effective and efficient communication. This is further considered in 

the positive relationships line staff look for (Figure 6.2) with supervisors, peers (teams), 

customers etc. With a great desire for broader communication between departments 

across their hotel, its relevance becomes critical to their performance and quality of 

work life. 

Also, findings from this EVS analysis were similar to the EVS analysis findings 

in section 4.5 of the National HR Level stage. Importantly the national level EVS 

analyses was from a preceding year with a gross sample, while this stage EVS was more 
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recent with a sample of the specific case hotels. These similar findings give us further  

insight into the consistent nature of employee sentiments and their experience of work. 

6.4. Discussion Unifying Stage 3 

As a means of unifying the broad and diverse nature of information and findings 

of this stage, this section considers the findings in light of the five guiding research 

objectives. 

[Note: As mentioned in two preceding research stage chapters, in order to 

manage the findings of the three respective research stages, discussions in each stage 

chapter are limited to that chapter solely; aggregation of the thee stage chapters 

discussions will form the final Chapter 7 of this thesis. Further, as this researcher 

considers the discussion of the findings for this chapter extends beyond the scope of the 

literature review for this thesis the final chapter (Unifying Research Discussion and 

Conclusion) will also be used to incorporate relevant additional literature.] 

Research Objective 1: To contribute to conceptualising HRM. 

Line staff were not encouraged to singularly focus on HRM but to voice their 

story, about how they get their work done, what assists them, what hinders them, and 

how they know when they have done a good job (performed well / to standards). 

However, from this, it was found to varying extents that recruitment, selection, training, 

development, reward, recognition and career development were regularly overtly 

identified as playing a part in line staff employment with Zodiac. Such processes being 

found within a micro level focus on traditional HR functions (Hoobler & Johnson, 

2004) operating in a pluralist departmentally driven environment. From a macro level 

focus (although not the perspective of line staff in this level) the utilitarian 

instrumentalism view of human resources by Legge (1995) which considers HRM more 

strategically and task focused is also in turn broadly identified. 
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These areas were often, but not always, solely associated with HR Department 

involvement in their work or their departments’ operations. While these areas usually 

operate out of HR Departments they are also engaged at a department level with 

managers, supervisors and peers, and at times customers (as in recognition for good 

service). A variety of parties appear to be involved in any number of what is 

traditionally seen as core HRM functions. As such it would seem, at least within a line 

staff level, that the way HRM was conceptually framed to guide this research proved, in 

part, to be the nature of how HRM was in fact identified. 

The conceptualisation of Ulrich’s (1997) Multiple-role Model for Human 

Resources Management sees the HR Department operating within a frame of four 

principal roles: management of strategic human resources; management of firm 

infrastructure; management of employee contribution; management of transformation 

and change. In addition part of Ulrich’s Multiple-role Model for HRM incorporates the 

notion that ‘shared responsibility’ may exist in achieving the various role outcomes. It 

would appear that the ‘shared responsibility’ of a variety of what a commonly seen as 

HR Department roles is what occurs within the case study hotel properties. 

It is unfortunate that SHRM is used to identify ‘strategic’ HRM, as this research 

would seemingly be able to coin it as ‘shared’ HRM. Understandably a 

conceptualisation of HRM from this stage of the research would identify HRM as part 

of a function of all management, and for that matter all staff (e.g. Recognition, as seen 

in a job well done by a peer). Central to the concept is a set of core practices / 

functions, which although are potentially owned / driven by a HR Department are 

shared with and across various hotel departments and employees. These practices 

perhaps considered within the commonly adopted HR best practice position (Gibb, 

2001; Khilji & Wang, 2006) where best practices are primarily concerned with 

outcomes (Hope-Hailey et al., 1997). In this sense HRM has a relatively static but 
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potentially adaptive core, with a dynamic exterior which projects core practices into 

work environments and in turn is informed by those work environments. 

Research Objective 2: To contribute to conceptualising employee performance. 

From a line staff perspective they regularly and broadly identified the processes 

by which performance feedback is received as measures of performance, instead of 

actual measures; although references by staff to successfully completing tasks do make 

mention together with traditional financial and related measures. The identification of 

feedback from guests, peers, and supervisors etc as performance measures may be based 

in the lack of formalised performance management for casual and part-time staff, and 

the irregular nature of formalised performance management for various full-time staff. 

Therefore, if performance measures or outcomes are not formalised then this 

may imply that staff performance measures occurring in a fast paced service 

environment are to some extent potentially identified as and when they occur, on the 

run. As this seems the case, line staff appear to see successful performance, in whatever 

task they perform, as needing to be somewhat contemporaneously / concurrently 

identified in various forms of feedback. As communication has continuously presented 

as an emergent and pre-eminent issue throughout the stages of this research, it is 

therefore not surprising to see communication feedback held so highly when line staff 

consider measures of their performance. It would seem that first comes the great need 

for feedback, then whatever performance information or measurement it contains is 

secondary. In this work environment a conceptualisation of employee performance 

takes the form of the dynamic by which any feedback on performance is processed 

through. 

Within the case study environments of line staff, while there is a traditional  

identification of lag financial performance measures (Kennerley & Neely, 2002) there is 
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the identification of non-financial measures seen in the various forms of feedback 

(Allen & Helms, 2001). These non-financial measures seemingly sources of 

satisfaction, dissatisfaction and failure, means of achieving rewards, career development 

and success (Sonnentag & Frese, 2002) to employees. 

Table 6.18 adapted from Sonnentag and Frese (2002), and previously presented 

in Chapter 2, is useful when considering the conceptualisation of employee 

performance. It appears to accommodate both the ‘hard’ task and process aspects of 

performance together with the ‘soft’ individual dimension, both of which this stage has 

presented. However, communication, feedback, interpersonal relationships etc continue 

to be extremely important aspects associated with line staff performance. 

Table 6.18 

Considerations in Conceptualising Employee Performance 
Action/Behaviour Aspect  

What an individual does in their work  
activities. 

Outcome Aspect  
Consequence or result of the  

action/behaviour. 

Dimensions of Performance
Task Performance 

- An individual’s proficiency in 
activities which contribute to the 
organisations technical core. 

- Relates to an employees abilities and 
skills. 

(eg ‘Direct’ tasks such as work process 
& ‘Indirect’ tasks such as managing) 

Contextual Performance  
- Activities which support an organisations  

social and psychological environment. 

- Relates more to the personality and  
associated factors of employees. 

3 Basic Differentiating Assumptions 
 

Task 
- Activities vary between 
jobs - Related to ability 
- Prescribed & constitute in-role 

behaviour 

Context
- Activities similar across jobs 
- Relate more to personality & motivation 
- More discretionary & extra-role 

 

Source: Adapted from Sonnentag, S., & Frese, M. (2002). Performance concepts and performance 
theory. In S. Sonnentag, Psychological management of individual performance. West Sussex: 
John Wiley & Sons Ltd. 



Staff 

 

HRM Activities 
Staff training, Incentives and rewards, 
Recruitment and selection, Support 
and counselling, Mandatory employee 
and industrial relations requirements 

Positive Communication Environment

Employee Job 
Requirements

Abilities, skills, 
job practices 

Interpersonal 
&  

Communication 
Skills 

High morale 
Happy staff 
Positive staff 
Results of 
appraisals, 
surveys, various 
feedback 

Employee Perf. 
Measures 
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If the components of Table 6.18 are considered in conjunction with the 

performance formula of P = f(A, M, O) (Campbell, McCloy, Oppler & Sager, 1993), 

and used as a conceptual guide for this research, then a relatively useful conceptual 

framework begins to emerge. Such a framework accommodating both the ‘hard’ and 

‘soft’ dimensions of performance measurement/outcomes together with the inseparable 

nature of the dynamic environment within which they form, to varying degrees. The 

further utility of both Table 6.18 components and AMO theory will be more fully 

discussed and synthesised in the following Chapter 7, Unifying Discussion. 

Research Objective 3: To develop a theoretical model which assists in explaining the 

HR function and employee performance relationship within an Australian hotel industry 

environment. 

Figure 6.3 developed along the same lines as the Stage 2 model for Department 

Management because the nature of the data and information presented by line staff in 

Figure 6-3 Developing Model of HRM/Employee Performance Dynamic – Line 
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this stage was very similar to that of the management level stage. (Further support for 

this model found in how it contains various elements found in Table 6.18.) 

Again, it would seem that line staff have a strong sense of what constitutes 

measures of their performance, e.g. high morale, various feedback. Further, they 

identify components of their jobs in two parts, those of skills and job practices, together 

with heightened importance toward interpersonal and communication elements. 

Feeding into this is apparently a variety of HRM activities, which may be undertaken 

through HR Department and/or within their departments. 

Within this diagrammatic representation of the HRM/Employee Performance 

relationship a positive communication environment (PCE) presents as being essential to 

performance success, identified commonly in Part 1 of this research stage across all the 

Concepts of Performance Characteristics, ‘Best’ and ‘Worst’ Job Characteristics, 

Position Characteristics, HR Department Involvement and Critical Performance Links; 

also being further highlighted in findings of Part 2 of this research in exploring the EVS. 

This intensity and breadth with which employees consider the importance of the various 

forms of communication and feedback, in all aspects of their work life, elevates it to an 

all pervading dimension. This is why it is portrayed as an environmental component 

impacting on and being impacted on, positively and negatively, across the porus 

permeable boundaries of the other components of the model. 

The nature of this model is not surprising when considered in the light of 

numerous previously cited authors’ comments (Boselie, Dietz, & Boon, 2005; Kinnie, 

Hutchinson, Purcell, Rayton, & Swart, 2005; Marchington & Zagelmeyer, 2005; 

Paauwe & Boselie, 2005; Van Veldhoven, 2005) which identify the need to 

acknowledge and consider a system focus to understanding this research area. These 

authors identified that employees and organisations operate in open dynamic systems 

with the variables and ‘moving parts’ within the system needing to be considered 
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differently. Also included are a number of considerations toward understanding 

variables, such as: the causal distance between variables, forward and reverse causation, 

recursive mechanisms, not just sequential variables but variables operating in parallel. 

In line with their findings and recommendations this research was undertaken from this 

more holistic assumption, working through multiple levels of Zodiac, considering both 

hard and soft performance indicators. In so doing, this theoretical performance model 

developed. 

Senge (1993) further informs this dynamic system environment by considering 

that when placed in the same system, people however different, tended to produce 

similar results. The significance of this, is the need to accommodate a systemic 

structure which is concerned with the key interrelationships that influence behaviour 

over time. He clarifies that these are not just interrelationships between people, but 

among key variables within the system, processes, procedures, policies, controls etc; as 

was found in this research with this model not predetermined prior to entering the 

research rather it developing through the best attempts at interpreting the ‘voices’ of 

employees within the research design together with various data and information. 

Research Objective 4: To posit an explanation of the resolution to ‘the black 

box’. 

While the HRM-performance connection has broadly been proved, the linkage 

process between the two has remained a ‘black box’ yet to be unlocked for a 

breakthrough in HRM research (Becker & Gerhart, 1996; Becker & Huselid, 1998; 

McMahan et al., 1998) which this research has attempted to do; the focus in this domain 

being the linkages. What links the various HRM functions, providing a potential for 

them to contribute to performance, employee performance in particular? 
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It would seem that using the term linkages may not be the most useful way to 

consider the HRM-employee performance relationship. The current research into these 

case study hotels presents a dynamic service industry environment in which several 

departments operate virtually continuously to deliver a hotel experience end product to 

guests. In this environment, dynamic social systems are evident in and between 

departments, guest and stakeholders at all levels (in a pluralist environment). Part of the 

management function, which is referred to as HRM, is administered through shared 

responsibilities across the hotels. 

If we accept this general description of the environment employees are working 

in, suspend the use of the term linkages, and give value to what line staff employees are 

saying, then we can gain an understanding of their performance. That is, various core 

dimensions of HRM such as recruitment, selection, training, development, reward, and 

recognition, together with interpersonal and communication skills provide the potentials 

for employees to successfully perform their jobs. If employees are then able to perform 

their jobs in an environment where positive communication prevails then their 

performance potentials may be realised. 

Also considered is the communication needing to be present in the form of a 

Positive Communication Environment, permeating the work environment in its variety 

of forms, uses and dynamics; extending from procedural needs to relationships between 

individuals, groups and departments. If we accept the pluralist nature of the case 

properties this becomes even more critical. This is perhaps summed up by Blanchard 

and Onton (1995) when they considered communication as the most important 

component in the performance context, providing the potential to facilitate task 

achievement; with this research finding more than just task achievement. Clearly there 

are numerous factors influencing employee performance, however realisation and 
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achievement of performance is achieved through a conduit of open and effective two-

way communication (Stolovitch & Keeps, 1992). 

Somewhat surprisingly, the simple performance formula used as a conceptual 

guide for this research P = f(A, M, O) sees ‘Opportunity’ as a critical stand out 

component. That is, the resounding voice of line staff continuously bemoaned poor 

communication within their work environments, in various forms, as the greatest 

singular impediment to the ‘opportunity’ for them to complete their jobs. Of course 

‘Ability’ identified the abilities, skills and job practices needed to perform jobs and is 

found in the HRM functions of recruitment, selection, training etc; with ‘Motivation’ 

being identified most prominently in the need for recognition and reward in various 

forms. 

So what do these line staff in three case properties see as permeating and linking 

their ability to perform their jobs? An environment of positive communication seeking 

positive work experiences with good relationships between supervisors, co-workers and 

peers, and to be treated and rewarded fairly (Lucas & Deery, 2004). 

Research Objective 5: To posit an effective methodology within which to 

research allied phenomena. 

In this final stage of the research, and to address this objective, it is worth 

outlining the approach taken to the research (Figure 6.4). This particular research 

objective was established as methodologies used in previous research had varying levels 

of success, with the ‘black box’ largely remaining closed. 

While this objective considers how effective the methodology used in this 

research was, it must be considered within the overall research approach. Firstly and 

fore mostly the entire approach to the research was initially determined by the 

unrestricted and facilitated level of access the researcher received. Once obtained, 
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Level of Access 

Unrestricted & Facilitated by Zodiac 

 
Pragmatic Philosophical Paradigm 

Accommodated Researcher’s ‘Views’, and Methodology 

 

Research Design 
Exploratory Case Study (suited to weak theory bases) 
Parallel approach to cases for comparative purposes 

 
Methodology 

Mixed Methods 
Determined by the variety of data and information available 

Figure 6-4 Overall Approach to the Research 

the researcher was allowed to accommodate their philosophical position to research. 

Given this pragmatic approach in a social science research domain where the theory was 

weak and messy, in highly dynamic work environments, an exploratory case study 

approach was extremely suitable. Further, as an exploratory approach exposed the 

research to a variety of potential data and information the need to be flexible through 

mixed methods considerations was adopted. 

The potential benefits of the mixed methods approach to this research are 

described by Greene, Caracelli, and Graham (1989) who highlight five major benefits 

which, to varying degrees, were achieved in this research. Triangulation - testing the 

consistency of findings obtained through the use of different data and methods was 

obtained through the use of comparisons between case hotels, hotel departments, 

individual face to face interviews, and historic EVS data. Complementarity - clarifying 

and illustrating results from one method with the use of another method was broadly 

evidenced initially through the use of both qualitative and quantitative methods. 

Development – how results from one method shape subsequent methods or steps in the 
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research was particularly seen in how activities in Stage 1 (Chapter 4) of the research 

informed entry and methods into the case hotel properties. Initiation -stimulating new 

research questions or challenges by results obtained through one method. Again the 

way in which the research frame was initially presented by Zodiac in Stage 1 (National 

level) demanded the need to readdress the nature of what subsequent research questions 

would be posed and how they would be presented. Expansion - providing richness and 

detail to the study exploring specific features of each method. This particular benefit of 

the mixed methods approach was found in the exhaustive way in which methods were 

applied to the data and information, and the resultant rich information obtained. 

However, realistically and to reiterate, this overall approach would have been worthless 

if Zodiac had not given the researcher such outstanding support and access through 

which to conduct this study. 

As this final stage of the research has been completed the following and final 

Chapter 7 ‘Unifying Discussion and Conclusion’ will now be presented, bringing 

together all three research stages. 
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CHAPTER 7.0 

UNIFYING DISCUSSION 

7.1. Introduction 

This chapter presents a unifying discussion of the three previous research stages 

(Chapters 4, 5, 6). The discussion will be guided initially by addressing the research 

objective of developing a theoretical model which assists in explaining the HR function 

and employee performance relationship within an Australian hotel industry 

environment. Additionally, the model will assist in answering the overarching research 

question of “How does HRM contribute to employee performance?” Discussion of the 

other research objectives then continues, providing further refinement and clarity to the 

model and overarching research question. Finally there is a review of the considerations 

of the research for stakeholders and conclusion. 

7.2. Research Objective: 

To develop a theoretical model which assists in explaining the HR function and 

employee performance relationship within an Australian hotel industry environment. 

The objective was achieved. Within each of the three research stages a model 

developed from the findings of that stage. What was found was that the model from the 

National HR level (Figure 7.1) was quite different to that of the Department Management 

and Line Staff levels models; while the Department Management and Line Staff level 

models were very similar (Figure 7.2). 

Perhaps understandably the National Level model presents as a static schematic 

(mechanistic) representation of Zodiac’s HR function which was termed the HR-f (HR 

framework). It was comprised of HR-fc (HR framework components) and HR-fm 
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Prescriptive Actions
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Hotel HR 
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Employee  
Performance  

Outcomes 

 

Employee Newsletter  

Access to Chairman  

Employee Selection Tool 

National Intranet  
(all HR policies,  

practices, staff vacancies  
etc) 

Mgmt Trainee Program  

Staff Suggestion Box  

Perf. Evaluation Prog. 

  HR-fm    

  Diagnostic  
Indicators 

 

Customer Service  
Survey 

Conference Service  
Survey 

Reservations  
Service Survey 

 

 
Employee Values 

Survey 

   

  HR Monthly  
Report 

   

 
HR Audit 

   

Performance Mgmt  
outcomes 

 

Prescriptive Actions
       

 

Figure 7-1 General Working Model of the National HR-framework Dynamic 

(HR framework measures). At this level Zodiac considered HRM from a strategic 

position across the organisation’s various operations and within those operational areas. 

Here the HR-f was developed through consistent policy, practices, processes driven 

functions seeking uniformity and best practice in the field. In many ways 

presenting a SHRM (Strategic Human Resource Management) approach incorporating 

more generally the ‘hard’ HRM components. 

In contrast, the model which developed from the Department Management and 

Line Staff levels (Figure 7.2), presented as a dynamic fluid (organic) representation of 

Zodiac’s HR function. At these levels the orientation toward the HR function took a 

pragmatic focus with management and line staff considering HRM more as dealing with 

matters regarding their practical requirements. However, while the importance of the 

HR function was identified, this was within a need for an all encompassing and 



 

Positive Communication Environment 

HRM Activities 
Staff training, Incentives and rewards, 
Recruitment and selection, Support 
and counselling, Mandatory employee 
and industrial relations requirements 

Interpersonal 
&  

Communication 
Skills 

Employee Job 
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Abilities, skills, 
job practices 
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High morale 
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Results of 
appraisals, 
surveys, various 
feedback 

Positive Communication Environment

Shaded area represents Line staff model difference/addition to Management Level model 
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permeating communication environment which was termed a Positive Communication 

Environment (PCE). 

Figure 7-2 Model of HRM/Employee Performance Dynamic – Line Staff Level 

A PCE can be seen as an essential communication conduit (Stolovitch & Keeps, 

1992), or capacity provider with its own potential to moderate, mediate, and ameliorate 

all dynamics within the work environment. The PCE was considered essential across all 

aspects of department and hotel operations, encompassing the range of interpersonal 

(subordinates, peers, supervisors), inter-group, inter-team, inter-department and the 

associated ‘intra’ dynamics. With regard to these inter and intra active dimensions, 

communication was seen as central to generating a myriad of positive outcomes such as 

trust, respect, open communication, equitable treatment treated, friendships, happiness, 

fun, high morale and the associated positive work performance outcomes (Cardy, 

Miller, & Ellis, 2007; Guest, 2002; Lucas & Deery, 2004). In a sense this environment 
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resonates with the notion of an internal service chain, as seen within The Links in the 

Service-Profit Chain model (Heskett, Jones, Loveman, Sasser, & Schlesinger, 1994). 

That is, while the hotel industry has a strongly developed focus on external 

customers (hotel guests) it can be argued that this focus is not as intense on internal 

customers, those employees who interact with each other, within and between 

departments in a hotel (Paraskevas, 2001). Paraskevas (2001) considers that without 

successful internal service interactions, optimised external customer service interactions 

will not be achieved. The importance of these internal customer service interactions 

being addressed by Bruhn (2003) through the development of an ‘internal service 

barometer’. Such a barometer measuring elements perceived to be important to 

employees such as, friendliness, reliability, competence and flexibility which also 

appear to fit within the PCE described within this research. 

Other impacts of a PCE were represented by what management and line staff 

identified as employee performance measures. Therefore, in accepting this desire for a 

PCE from both management and staff, and considering how HRM may or may not be 

involved in this process, there are some relevant HRM practices which could contribute 

to a PCE. Firstly, given that management and line staff basically identified a traditional 

or core range of HRM activities within this model (Figure 7.2), one can consider how 

any or all of these core activities may have the potential to contribute to a PCE; done in 

light of the Multiple-Role Model of HRM with shared responsibilities (Ulrich, 1997) 

conceptualisation of HRM used for this research. In so doing we find that all HRM 

activities identified by management and line staff have the potential to contribute to a 

PCE (Table 7.1). 

While this section has focused on characteristics of a PCE it does not ignore the 

job specific operational skills needed by employees, these are also noted in Figure 7.2. 

Rather the focus on a PCE is due to employees continuously identifying and rating 
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Table 7.1 

Potential Relationships Between HRM and a PCE 

HRM function Relevance to a PCE 

Recruitment Job Descriptions and Person Specifications which identify 
suitable potential employee characteristics 

Selection Ability to make selection decisions incorporating PCE 
requirements 

Training Training programs suitably aligned to addressing individual 
communication and developmental needs 

Development Identifying, nurturing and utilising employees with positive 
communication to model and project these skills 

Performance Management Aligned to incorporate suitably weighted positive 
communication characteristics 

Career Development Hotel and organisational wide consideration of career 
advancement suitably weighted to positive communication 
characteristics 

Reward Rewards focused toward positive communication 
characteristics 

Recognition As with reward; however is also ‘part’ of a PCE 

Support Support of staff also forms ‘part’ of a PCE 

Counselling Counselling of staff also forms ‘part’ of a PCE 
 

communication elements within this environment most poorly and most affecting their 

job performance; while the actual skills and abilities they need to perform their jobs and 

their understanding of what is required of them in undertaking their work were often 

highly rated. In other words, it was not their actual job performance capacity that 

impeded their work progress, it was the quality of the communication environment in 

which they worked. In further considering the various components of this model it 

allows us to address the overarching research question. 
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Figure 7-3 The Role of HRM in Contributing to Employee Performance 
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7.2.1. Research Question: How does HRM contribute to employee performance? 

An answer to this question has been developed directly from interpreting how 

participants in this research identified HRM, the nature of employee performance and 

the means by which employee performance was achieved. Broadly there are two 

components involved in this answer. One is the PCE and the other is the relevant skill 

sets of employees used to undertake their jobs i.e. you need a PCE to provide the 

potential for employees to perform their jobs most efficiently and effectively. 

Figure 7.3 shows how various HRM practices (said practices previously outlined 

in Table 7.1) have the potential to contribute to the establishment of employees’ 

interpersonal skills and abilities together with employees’ job skills and abilities. These 

two dimensions are identified ‘separately’ as outcomes of the research. Together these 

dimensions of employees’ skills and abilities provide capacities from which employees 

HRM  
Various practices  
contributing to... 
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can undertake their work roles. The level of capacities employees attain is then 

determinant on the nature of employee performance e.g. weak or low capacities would 

have resultant poor employee performance outcomes. 

Employee performance is then conceived as a result of employee actions which 

in turn lead to outcomes which can be measured in various ways (previously outlined in 

Table 7.1). At this point the act of employees undertaking their jobs results in both 

specific job related achievements and a contribution to the environment in which 

employees work. Such a dynamic having a synergistic outcome resulting in a PCE 

which in turn feeds back into the activities of employees undertaking their jobs, and the 

levels of employee capacities needed to do so. This is supported by Blanchard and 

Onton (1995) who consider communication as one of the most important components of 

context in providing the potential to facilitate task achievement. 

Such a model (Figure 7.3) accommodates both the shared responsibility 

Multiple-Role Model of HRM (Ulrich, 1997) and the performance conceptualisation of 

P = f(A, M, O) (Campbell, McCloy, Oppler, & Sager, 1993) where employee abilities, 

motivation and opportunities are identified. As previously discussed various HRM 

practices can take place within a hotel property from the GM level to HR department 

level, department management levels (Harney & Jordan, 2008) and for that matter line 

staff. Employees within all of these levels, to varying extents, undertake aspects of 

HRM. An example of this would be on the job ‘training’ between line staff. 

Further, the performance conceptualisation for this research sees the abilities of 

employees identified within this model with a refinement to present the significant 

contribution of interpersonal components. Motivation is also identified in the 

dimension of a PCE together with outcomes and measures such as happy staff, 

motivated staff etc. As for opportunities for employees to achieve their performance 

potentials this is also found within the constructive nature of a PCE. Here the superior- 
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subordinate relationships are of such a positive form that the opportunities employees 

need to perform their job are identified and acted on. 

With regard to the importance of various forms of positive relationships found 

between all levels of hotel employees, the department management line staff 

relationships presented themselves central for successful operations (Purcell & 

Hutchinson, 2007). The relevance of this being that while a PCE would be desired 

encompassing the HRM employee performance dynamic, it seems that these employee 

relationships in particular act as important pivot points of potential significant 

contribution to a PCE. They appear as important identifiers of a PCE or a ‘not so’ PCE. 

In summary, to answer the research question of how HRM contributes to 

employee performance, it contributes potentially as an initiator and facilitator through 

which an array of HRM practices and process can be utilised to support and develop the 

job skills and abilities of employees together with the interpersonal skills and abilities of 

employees. 

7.2.2. Research Objective: Contribution to Conceptualising HRM 

‘Hard’ and ‘Soft’ perspectives, unitarist and pluralist views, best practice and fit 

approaches and various other dimensions see authors continuing to be unable to clearly 

conceptualise and define HRM; in many ways HRM seems an ‘impossible figure’ (a 

two dimensional figure, interpreted as a three dimensional object, which is impossible to 

exist). That is, in line with the Gestalt approach to psychology, where objects are 

perceived as wholes rather than as parts (Barton et al, 2004). Does attempting to 

perceive HRM in parts make it impossible to fully understand? Or is it that the context 

in which HRM operates, such as the type of industry (Lucas & Deery, 2004) together 

with the varying nature of organisations and workers (Marchington & Zagelmeyer, 

2005) confounds consideration of HRM as a whole? This difficulty in understanding 
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HRM is evident in the numerous and varying perceptions of HRM put forward in extant 

literature, discussed to date. 

If these varying perceptions are accommodated, while considering the general 

sense of the well debated statement “Perception is reality”, we can see where the 

difficulties in conceptualising HRM may exist. Keenoy (1999) acknowledges these 

varying perspectives and puts forward an interesting, if not challenging metaphor from 

which to understand HRMs multi-faceted nature. Moving from this researcher’s 

comments of HRM as an impossible figure, Keenoy considers HRM as a hologram, 

with an apparent three dimensional perspective. Within this context the various 

stakeholders see different projections of HRM depending on their perspective or 

approach. Using this metaphor the vast contrasting discourse then changes from being 

often adversarial in nature to mutually inclusive and holistic. 

The utility of this hologram metaphor is seen in this research in the two general 

perceptions of HRM (and potentially numerous individual perspectives). One from the 

national level of Zodiac and one from the hotel level of Zodiac which incorporated both 

the perceptions of management and line staff. The difference between these two 

perspectives is the levels of involvement with the HR function. Figures 7.1 and 7.2 

clearly identify the levels of involvement, from the overarching strategic position to 

positions absorbed within the function (management and line staff). 

Central to the conceptualisation of HRM, central to this would be the 

organisational position (perspective) from which stakeholders considered it. Perhaps 

we are identifying ‘operational’ HRM (OHRM) for line staff and hotel management, 

and SHRM from a more executive perspective. Is this then simply a retrospective 

‘rhetoric and reality’ (Legge, 1995) check, that is, is this the existence of the traditional 

core dimensions of personnel management, together with the overlay of HRM needing, 

desiring, deserving to be strategically engaged in business operations? If so, by 
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extension, it would be likely that an overlap between these two dimensions would also 

exist and conceivably present a third perspective of HRM found between the two views, 

perhaps at the hotel GM and HR Manager levels, and the National level. It seems 

HRM, remembering that it is part of all management functions (Harney & Jordan, 

2008), and can be comfortably considered as a shared responsibility in the Multiple-

Role Model of HRM (Ulrich, 1997), may be better understood by comparing it to the 

understanding of the broader management function. 

For example, management is often first experienced by employees in the 

position of supervisor or team leader, with the level of expertise developing through 

middle management to senior and executive management. Under Ulrich’s (1997) 

conceptualisation, various HRM practices are undertaken by staff in the same way. 

Some examples of this are ‘training’ a peer on-the-job (e.g., line staff training line staff), 

‘recognition’ of the good work of a colleague, being involved in the ‘selection’ of a new 

staff member, and so on. 

If Ulrich’s (1997) multiple-role shared responsibility view of HRM is accepted, 

differing perspectives are inherently and intuitively logical and can be accommodated. 

However this identifies a possible identity crisis for HRM as seen in literature 

concerning the devolution of HRM from the HR department to department management 

(Perry & Kulik, 2008; Purcell & Hutchinson, 2007). What seems to be happening is 

that department management see HRM as something the HR department does, rather 

than part of the overall management function. 

In summary this research contributes to the conceptualisation of HRM as it 

appears that HRM forms around a set of core practices and functions, as previously 

identified, which change in focus and perspective depending on the level of staff 

position involved, either participating or managing. And, the well worn adage of “It 

means different things to different people” seems quite appropriate. 
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7.2.3. Research Objective: Contribution to Conceptualising Employee Performance 

While this research did identify the completion of relevant work tasks as 

important measures of employee performance, it particularly identified the feedback 

received from other staff and customers as the ultimate measures of work task success. 

However, there were surprising measures of employee performance (although 

acknowledging the potential individual confusion surrounding what exactly constitutes 

performance) initially identified at a National level, then GM level, becoming more and 

more common throughout the other management levels, finally into the line staff level; 

these were associated with happy staff and having fun. 

Given the importance placed on these measures by employees, and, if these 

measures are considered with performance being the result of the combination of 

employees abilities, motivations and opportunities [P = f(A, M, O)], then a better 

understanding of the employee performance concept is gained. While accepting that 

Abilities, Motivations and Opportunities are not mutually exclusive, it is still reasonable 

to consider happy and fun as, say, characteristics of motivated staff. This reality was 

found in all staff levels, basically identifying that “if my staff, or I, am happy then we 

are doing a good job”. 

Of course this notion could be debated outside this research, from a negative 

view that happy staff are slacking off or not taking their job seriously, for simplicity, 

Theory X style management perspective (McGregor & Cutcher-Gershenfeld, 2005). 

However, respondents in all levels of this research consistently identified fun and happy 

as positive measures of employee performance. Therefore it is compelling to consider 

these characteristics as measures. While the researcher’s view is that these are in fact 

indicators, not measures, of positive performance, the researcher’s view is superfluous 

to the reality of the employees’ situations. If happiness can be potentially a measure of 
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economic performance (Oswald, 1997), then it can potentially be a measure of 

employee performance. 

What these measures bring to understanding the performance dynamic is the 

importance of the human dimension. Without meaning to sound whimsical, it is 

amusing to consider a performance management system that would include, or at least 

acknowledge, the serious need for staff to enjoy their work. Here perhaps we hear the 

tones of work life well being. 

7.2.4. Research Objective: Posit an Explanation of the Resolution to ‘The Black Box’ 

To be able to accomplish this objective would be what has been referred to as, 

finding the holy grail; daunting to say the least. However, it seems that ‘the black box’ 

may be in fact be ‘black boxes’ found between various HRM performance relationships 

(Erras, 2002). Further if we continue to use this descriptor of the unknown we are in 

fact considering these ‘black boxes’, again, as something like ‘impossible figures’. So, 

in short, the resolution as to what is inside ‘the black box’ is impossible to determine. 

In a sense there is/are no ‘black box/s’, which is the first resolution. The terminology 

establishes an unhelpful predisposition to research in this area. But by looking less 

analogously and more pragmatically at this area we are seeking to understand what have 

been referred to as the linkages (what is/are inside the ‘black boxes’) between HRM and 

employee performance; even then using the term linkages is perhaps not useful. 

Again, analogously the term linkages implies forms of mechanistic connections, 

easily identified and clearly related to each other. If however we accept that the 

environment of the case study hotel properties is a dynamic open social system, which 

is indisputable, we could consider that there are no linkages as such; rather there are 

system dynamics at work in which HRM and employee performance form a part. 

Therefore, as for being able to posit an explanation to the resolution of ‘the 

black box’ (research objective), this research could not do this. It could not do it 
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because, from the findings of this research, the objective (taken from the extant 

literature) in its overt, analogous and implied forms appears inappropriate and 

somewhat inevitably senseless. However, the relationship of interest to the research 

between HRM and employee performance fundamentally remains worthwhile. 

7.2.5. Posit an Effective Methodology within which to Research Allied Phenomena 

As it would seem that this research has been relatively successful in meeting its 

objectives and answering the overarching research question, it is reasonable to suggest 

that the methods and methodology used in this research were effective. Figure 7.4, 

which was initially presented in Chapter 6, outlines this approach. 

Level of Access 
Unrestricted & Facilitated by Zodiac 

 
Pragmatic Philosophical Paradigm 

Accommodated Researcher’s ‘Views’, and Methodology 

 

Research Design 
Exploratory Case Study (suited to weak theory bases) 
Parallel approach to cases for comparative purposes 

 
Methodology 

Mixed Methods 
Determined by the variety of data and information available 

Figure 7-4 Overall Approach to the Research 

Central to the effectiveness of this research approach was the unrestricted level 

of access which provided an intimate level of data and information, particularly as 

related to the various employee levels. Once accessible, the utility of an exploratory 
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case study approach with the potential to use whatever methods were appropriate 

capitalised on this access. Perhaps this flexibility allowed the research to overcome 

some of the severe criticisms levelled at the ongoing failures of the nature of the 

scientific approach used to date in this area (Dipboye, 2007; Fleetwood & Hesketh, 

2006). Of course, the disposition of individual researchers guides all of these aspects. 

For this researcher a pragmatic engaging approach exploring uncertainties was not a 

contrived research persona, but rather a natural disposition toward the environment of 

the research. 

7.3. Implications for Stakeholders 

The immediate stakeholders to this research are found within Zodiac. They are 

represented at a national level and through the various levels within the case hotels of 

Aries, Leo and Taurus. While Zodiac’s focus on HRM is evident and found at all levels 

within the organisation there appears to be perceptual differences as to what HRM is or 

should be at a national level, and is or should be at a hotel property and department 

level. While these perceptions have been explained, and are understandable, they 

appear to engender some form of identity crisis for HRM, leading to misunderstandings 

of the roles and responsibilities of HRM. In other words the idea of a multiple-role 

shared responsibility representation of HRM is neither understood nor evident within 

Zodiac. 

The significance of this is, at best, a dilution of the contribution of HRM to the 

work environment and at worst a distortion of how HRM does contribute and what the 

role of the HR department is; with outcomes of this in turn affecting the potential for 

achieving efficient and effective employee performance. Encouragingly though, these 

matters are perceptual and in turn could be managed and changed. Perhaps more 

important to stakeholders is the role of HRM in contributing to a PCE; the various 
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dynamics which comprise a PCE with the potential to have both mediating and 

moderating effects on employees work and performance. 

At an individual level, it seems that Zodiac employees understand the 

requirements of their jobs, particularly concerning their skills and abilities. What is 

uncertain, however, is the level of interpersonal skills and abilities employees have 

which would contribute to their capacities to do their jobs. It is at this point where 

HRM within Zodiac can contribute. While these skills and abilities do not solely 

contribute to a PCE they do form the basis from which such an environment can be 

developed or enhanced, but only if Zodiac were philosophically, intrinsically and 

globally committed. 

If then Zodiac accepted the notion of a PCE, a review of the level of employee 

interpersonal skills and abilities would be needed with an aim toward re-scoping job 

descriptions and person specifications to accommodate the importance of these skills 

and abilities. Within this context it would be expected that a training needs analysis 

(TNA) would follow, the outcomes of which would inform a realignment of training 

programs. Further, within the broader context of a PCE, a communication audit would 

be considered a useful ongoing process. 

7.4. Limitations of the Research 

Of course within the utility of an exploratory case study approach, this research, 

by its very nature is bound by not being generalisable. However, given the design of the 

research (undertaken within three case study hotel properties) and its findings, 

limitations often associated with generalisability require some clarification. That is, 

findings between the cases across all levels of the research presented common themes. 

While these particular hotel properties were explored as unique cases, they in turn 

informed the research in similar ways. Often, it seemed as if there was in fact one case 
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study and not three individual cases. The relevance being, that some additional insight 

may be found in the findings which does allow for speculation toward generalisable 

utility. 

Perhaps as final comment on using three case hotel properties within the South 

East Queensland region, as a ‘sample’, it would be reasonable to be cautious about the 

‘uniqueness’, or not, of these hotels. It may be that commonality between these hotels 

is contributed to by such external influences as geographic location, socio-economic 

conditions and associated labour supply. Internally, there may be regionally shared 

issues of such things as organisational culture manifest through management styles, 

employee transfers between hotels, and common recruitment, selection and training 

procedures (also tied to labour demand). 

Perhaps a more specific and operational limitation of the research was the poor 

sample size from Leo, particularly in the management levels within the hotel. While 

there were extraneous circumstances which contributed to this outcome (which 

unfortunately cannot be discussed for fear of identifying this hotel), this researcher 

considers that ongoing vigilance with regard to the organisation, preparation and 

confirmation of the industry partners involvement may have overcome this. However, 

while the sample sizes were not optimal, employees within this level did continue to 

present common responses and themes in line with the other two case study properties. 

7.5. Implications for Future Research 

A useful design feature of this research was that it never overtly addressed the 

topics of interest, i.e. HRM in particular, and employee performance. Rather it teased 

out the potential contributions, involvements etc of HRM by more broadly considering 

management practices in general, which of course would naturally present HRM 

components. While the approach to identifying employee performance was more direct 
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it was not over emphasised, so as to promote frank and genuine responses as much as 

possible. It would seem that future research may find this approach useful in avoiding 

respondent presumptions on the topic areas together with the associated potential 

priming effects which could occur. 

Also, given that communication and its myriad of manifestations within an 

organisational setting has proven to be a central finding, it may be that future research 

approaches this area from a different tangent. That is, while this research used the 

broader context of management to explore HRM and employee performance, it may be 

that ‘communication’ could be used the same way. This would allow for the masking of 

HRM and the associated benefits as previously discussed, and give yet another approach 

for opening up the involvement of the HRM function in organisational communication 

and in turn performance. 

Investigating communication in such an environment would of course need to 

firstly consider the variety of communication dynamics within an open system. These 

would include such areas as the methods of communication, directions of 

communication, purpose of communication, interpersonal and intrapersonal dynamics, 

interdepartmental and intradepartmental dynamics, corporate communications and the 

effectiveness and efficiency of communications. Of course at an employee performance 

level, the more immediately experienced communication ‘impacts’ on individuals and 

groups may be a starting point for such research. 

This in turn presents further consideration being given to individual differences 

in communication styles between employees, team dynamics, and leader member 

relationships, not to mention such areas as social exchange etc. Of course if future 

research considerations continued in this direction it could be seen that the focus of the 

research area would begin to change perspective. While this may in fact be engaging, it 

would be timely to remember that the area of interest is how HRM is involved in such 
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‘communication/interpersonal’ matters, and how it underpins the research, while 

attempting to understand related employee performance matters. Such research could 

be undertaken in a similar exploratory case study approach, or by a variety of methods 

such as the administration of questionnaires and communications scales. 

Tied closely to any future research concerning a communication dimension 

would be an investigation of the shared responsibility perspective of HRM. That is, to 

develop an understanding of how department management and line staff see various 

aspects of HRM as forming part of their work roles. This research area is in line with 

HRM industry and research ‘discussions’ on what is generally being referred to as the 

devolution of HRM to line management. The broad frame of this research area 

considers who is responsible for what HRM practices and the implications concerning 

the additional skills needed by staff to undertake them. 

Of course, and more immediately, a general replication of this research within 

the hotel industry would contribute to the research domain. An adjustment to this 

research would be to consider the previously addressed limitations and design future 

research accordingly. In particular, future research could initially use hotel property 

case studies from different geographic and socioeconomic locations within the same 

organisation. An extension to this would be to use hotel property case studies from 

different hotel organisations. Naturally, and obviously, research could also be 

undertaken using the same exploratory case study design and methods within a different 

industry setting. 

7.6. Conclusion 

This research has found overwhelmingly how important the human, personal 

dimension is to business operations. While this statement sounds unfortunately 

simplistic and trite in nature, it is even more ironic when considered with the industry 

HR mantra of ‘people are our most important asset’. Clearly if business truly believed, 
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and then was able to articulate, the importance of the human dimension into business 

life, the major finding of this research would not seem so seemingly obvious. That is, 

central to any environment in which people are involved are philosophical moral and 

ethical considerations of how business relates to its people. 

In a sense employees seem to expect a virtuous ethical predisposition prevailing 

in their workplace. Such a predisposition between all levels of employees inevitably 

demands positive open communications, healthy and constructive group and personal 

relationships, permeated with positive regard built through environments of respect and 

equality. As has been seen, while the research developed out of a HRM context its 

findings were found to be far more expansive than that. 

If we consider the ideal working world of employees as being optimised along 

personal dimensions in the first instance, then we can begin to understand the 

importance of how we may manage employees. Along these lines HRM becomes part 

of the management process contributing to employee success rather than determining 

employee outcomes. Therefore, and as final comment, let us hope that the rhetorically 

espoused “employees are our most important asset” truly becomes the reality of 

employees’ work experiences. 
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APPENDIX A  

National HR Framework Components Questionnaire 

The following questions are to help clarify my understanding of Zodiac’s philosophical  
and applied approach to HRM from a ‘national’ level. 

[Please type your responses within the boxes using as much space as you need.] 

Is there an overarching philosophy, belief, vision, culture or view to the way Zodiac 
approaches its HR responsibilities? 

The HR framework is there to support the function of employees within it. Does the list 
attached cover Zodiac’s entire HR framework? That is the components, systems, 
processes, and functions that are put in place to communicate HR matters (ie all things 
HR). 

If no, what is missing? 

How do these HR framework components contribute to operations? In other words, 
what is their purpose in achieving business strategies, plans, goals and objectives? 
(How are they used? What is their utility? etc) 
[Please address each of the seven components individually, including subsections of 
item 6]  

Which are the ‘most important’ HR components? 

Please explain why these are most important? 

What industry HR standards and or compliances, guidelines, professional standards etc 
does Zodiac meet? (national, international etc) 

Zodiac’s HR Framework Components 
1. HR staff structure at a national level 
2. HR staff structure at a hotel operational level 
3. Staff ‘suggestion box’ 
4. Employee selection tool 
5. Employee newsletter 
6. Zodiac’s web site as relates to human resources 

i. Inhouse training courses 
ii. Employee handbook 
iii. General information 
iv. Exceptional contributions to community and guests 
v. Newsletters (HR news) 
vi. Positions vacant 
vii. Statistical information 
viii. Job descriptions 
ix. Manuals 
x. Master forms 

7. Staff input to the senior executive management 
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APPENDIX B  

National HR Framework Measures Questionnaire 

The following questions are to help clarify my understanding of Zodiac’s  
applied approach to HRM.  

[Please type your responses within the boxes using as much space as you need.] 

The HR framework is assumed to provide support or a means by which employees can 
achieve desired performance. Does the list attached cover all of Zodiac’s HR 
framework measures of employee performance? That is, the measures put in place to 
monitor and manage employee performance. 

If no, what is missing? 

How do these HR measures contribute to operations? In other words, what is their 
purpose in achieving business objectives and outcomes? (How are they used? What is 
their utility etc) 
[Please address each of the six measurement systems individually]  

Which are the ‘most important’ employee performance & HR measures? 
[Please address specific sections within the systems, if needed eg Although the EVS 
contains 78 statements, a 12 point importance section, 3 individual questions, and 2 
open ended questions, you may only consider particular sections ‘most important’. The 
same for the HR monthly report, etc.]  

Please explain why these are most important? 

Zodiac’s HR Framework Measures 

1. Employee Survey 

2. Customer Service Survey 

3. Reservations Service Survey 

4. Conference Service Survey 

5. Monthly reports from hotels on HR 

6. HR function reviews 
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APPENDIX C  

General Manager Questionnaire 

Please ‘save as’ this attachment, type your responses within the boxed area and return the 
completed document as an attachment to s.barry@griffith.edu.au. 
The boxed area will expand to accommodate your information. Thank you. 

Please return this completed form by the 15th July, if at all possible. 

Q1 What do you consider to be the most important measures of hotel performance, and 
why are they important? 

Q2 What systems or processes are used to support or drive the achievement of these 
measures? 

Q3 What do you consider to be the essential characteristics of employees for success in 
the following positions? (Although some common characteristics would be expected, please 
also list and consider the specific and sometimes different nature of the work environments.) 

Hotel General Manager Department Manager 

Department Supervisor 

Line staff employee 

Q4 What systems or processes are used to develop these characteristics? 

Q5 Given your extensive experience in the industry, what, if any, do you consider to be 
the ‘critical’ links or relationships between the management of employees within a hotel 
and the performance of departments and the hotel in general? 



Shane 
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APPENDIX D 

Letter of Introduction to General Managers 

Re: Zodiac – Griffith University, Australian Research Council (ARC) Project 

This research represents a three year PhD project undertaken with industry partner 
Zodiac into the development of world’s best ‘possible’ practice in employee 
management methods. I, Shane Barry, am a PhD student and the principal researcher 
for the project, supported by Dr Nils Timo and Professor Ken Parry as supervisors. For 
some general background on me, I worked for 17 years in the banking industry as a 
manager and regional sales manager in two banks, and have undergraduate and 
postgraduate degrees in business, and tourism and hospitality. 

Zodiac is renowned for its excellence in industry leadership and performance with this 
research reinforcing and expanding the ongoing focus on continuing to develop 
sustainable competitive advantage. Zodiac has provided generous and cooperative 
support of the research to date. The research has now reached the next phase. 

With the cooperation of General Managers from a small selection of properties, it is 
hoped to further build a framework for understanding employee management dynamics. 

The general process of this phase is to firstly ask a few questions of General Managers, 
as per the attached document (this document is needed to be returned by the 2nd 
December, if at all possible). It is hoped that General Managers will complete and 
return this document, with the opportunity for myself to perhaps speak to the General 
Manager either in person or by phone if there were any matters for clarification arising 
from the completion of the form. 

After this step, and again with the support of the General Managers, interviews with 
property Human Resource Managers are sought. The desired steps then following HR 
Manager interviews would be to survey a selection of Department Management, and 
eventually some line staff. Clearly understanding time constraints and the need for non 
disruption to hotel operations, all efforts will be undertaken by me to streamline the 
entire process and work in complete co-operation and under the direction of hotel 
management. I see no reason why any significant lost ‘operating time’ or 
inconvenience should occur. 

It is worth stating that all responses from any staff, from General Managers to line staff, 
are held in strict confidence and are bound by international standards of university 
ethical guidelines, together with legal contracted agreements between Zodiac and 
Griffith University. None of the personal response information provided to myself, 
acting on behalf of Griffith University, is made available to Zodiac at any level of 
operations. Rather an outline of what the research found, its significance to Zodiac, 
and relative outcomes and recommendations are presented to Zodiac. (For interest, the 
research thesis does not even use the name Zodiac or any hotel names. All references to 
this information are masked.) 

Please contact me with any queries and I look forward to your support. 
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APPENDIX E  

HR Manager Questionnaire 

Please ‘save as’ this attachment, type your responses within the boxed area and return the 
completed document as an attachment to s.barry@griffith.edu.au. 
The boxed area will expand to accommodate your information. Thank you. 

Please return this completed form by the 30th September if at all possible. 

Q1 What do you consider to be the most important measures of hotel performance, and 
why are they important? 

Q2 What systems or processes are used to support or drive the achievement of these 
measures? 

Q3 What do you consider to be the essential characteristics of employees for success in 
the following positions? (Although some common characteristics would be expected, please 
also list and consider the specific and sometimes different nature of the work environments.) 

Hotel General Manager Department Manager Department Supervisor 

Line staff employee 

Q4 What systems or processes are used to develop these characteristics? 

Q5 What do you consider to be the ‘best’ measures of employee performance? Please 
also explain why. 

Q6 Given your unique position as a Human Resource Manager, what, if any, do you 
consider to be the ‘critical’ links or relationships between the management of employees 
within a hotel and the achievement of strong employee performance 
outcomes/measures? 



Shane Barry 
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APPENDIX F 

Letter of Introduction to Human Resource Managers 

Re: Zodiac – Griffith University, Australian Research Council (ARC) Project 

This research represents a three year PhD project undertaken with industry partner 
Zodiac into the development of world’s best ‘possible’ practice in employee 
management methods. I, Shane Barry, am a PhD student and the principal researcher 
for the project, supported by Dr Nils Timo and Professor Ken Parry as supervisors. For 
some general background on me, I worked for 17 years in the banking industry as a 
manager and regional sales manager in two banks, and have undergraduate and 
postgraduate degrees in business, and tourism and hospitality. 

Zodiac is renowned for its excellence in industry leadership and performance with this 
research reinforcing and expanding the ongoing focus on continuing to develop 
sustainable competitive advantage. Zodiac has provided generous and cooperative 
support of the research to date. The research has now reached the next phase. 

With the cooperation of Human Resource Managers from a small selection of 
properties, it is hoped to further build a framework for understanding employee 
management dynamics. Property General Managers have also been contacted and after 
correspondence and input from them discussions with HR Managers would be greatly 
appreciated. It is hoped that discussions with HR Managers could occur sometime 
prior to the end of September or early October. 

After these steps, and with the support of the hotel management, the next phase of the 
research would be to survey a selection of Department Management, and eventually 
some line staff. Clearly understanding time constraints and the need for non disruption 
to hotel operations, all efforts will be undertaken by me to streamline the entire process 
and work in complete co-operation and under the direction of hotel management. I see 
no reason why any significant lost ‘operating time’ or inconvenience should occur. 

It is worth stating that all responses from any staff, from General Managers to line staff, 
are held in strict confidence and are bound by international standards of university 
ethical guidelines, together with legal contracted agreements between Zodiac and 
Griffith University. None of the personal response information provided to myself, 
acting on behalf of Griffith University, is made available to Zodiac, at any level of 
operations. Rather an outline of what the research found, its significance to Zodiac, 
and relative outcomes and recommendations are presented to Zodiac. (For interest, the 
research thesis does not even use the name Zodiac or any hotel names. All references to 
this information are masked.) 

Please contact me with any queries and I look forward to your support. 



Q7. How is the Human Resource department involved in your departments operations? 
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APPENDIX G  

Department Management Questionnaire 

Please ‘save as’ this attachment, type your responses within the boxed area and return the 
completed document as an attachment to s.barry@griffith.edu.au. 
The boxed area will expand to accommodate your information. Thank you. 

Please return this completed form to me ‘As Soon As Possible’ or by Friday 2nd December at the  
latest. 

Q 1 What do you consider to be the most important measures of hotel performance, and 
why are they important? 

Q 2 What do you consider to be the essential TOP 3 characteristics of employees for 
success in the following positions? (Although some common characteristics would be 
expected, please consider the specific and sometimes different nature of the work 
environments.) 

General Manager 

Department Manager 

Human Resource Department Manager / staff 

Department Supervisor 

Line staff employee 

Q 3. What systems or processes are used by Zodiac to develop these characteristics? 

Q 4. What do you consider to be the ‘best’ measures of department performance and 
employee performance? Please also explain why. 

A) Department 

B) Employee 

Q 5. What stytems or processes are used to support or drive the achievement of these 
measures? [That is, what helps your department achieve these goals?] 

Q 6. Given your unique position in department management, what, if any, do you 
consider to be the ‘critical’ links or relationships between the management of employees 
within a DEPARTMENT and the achievement of strong department and employee 
performance outcomes/measures? 



Cheers 
Shane 
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APPENDIX H 

Letter of Introduction to Department Management 

Re: Zodiac – Griffith University, Australian Research Council (ARC) Project 

This research represents a 3 year PhD project undertaken between Zodiac and Griffith 
University, into the development of world’s best ‘possible’ practice in employee 
management methods. I, Shane Barry, am the principal researcher supported by Dr Nils 
Timo and Professor Ken Parry as supervisors. For some general background on me, I 
worked for 17 years in the banking industry in supervisor, department manager and 
regional manager roles. 

Zodiac is renowned for its excellence in industry leadership and performance with this 
research reinforcing and expanding the ongoing focus on continuing to develop 
sustainable competitive advantage. Zodiac has provided generous and cooperative 
support of the research over the past 2 years from the national executive, general 
managers, and regional and departmental human resource management levels. The 
research has now reached the next phase where the critical operational roles of 
Department Management. 

Your human resource manager has assisted in providing contact information for emails 
and face to face interviews at your property. 

Firstly, if you would complete the attached email questionnaire and email it directly 
back to me that would be great. [Your email does not go back to your human 
resource manager.] This would need to be done as soon as possible and by no later 
than Friday 2nd December this week. 

Then on Tuesday 6th December I will be coming to your property and conducting 
individual face to face interviews of 30-45mins maximum. [I really do understand how 
busy and hectic things are and that the ‘silly season’ is upon us.] Your human 
resource manager will be setting up times and a place for the interviews to be 
conducted. These interviews are just to clear up any questions I have from your email 
questionnaire, and to get a good appreciation of the challenging and demanding 
environment you work in. 

It is worth stating that all responses from any staff, whether they are General Managers 
to line staff, are held in strict confidence and are bound by international standards of 
university ethical guidelines, together with legal contracted agreements between Zodiac 
and Griffith University. None of the personal response information provided to 
myself, acting on behalf of Griffith University, is made available to Zodiac, at ‘any’ 
level of operations. Rather an outline of what the research found, its significance to 
Zodiac, and relative outcomes and recommendations are presented to Zodiac. (For 
interest, the research thesis does not even use the name Zodiac or any property names. 
All references to this information are masked.) 

Please contact me with any queries and I look forward to your support. 
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APPENDIX I  

General Employment Questions 

How long have you worked for Zodiac?  ___________  

What is your current position? 

Which properties and departments have you worked in? 

What qualifications do you have? (Zodiac, TAFE, University etc) 

What is the ‘best thing’ about your job? 

How can the ‘best thing’ be sustained, continued, improved, ‘kept alive’? 

What is the ‘worst thing’ about your job? 

How can the ‘worst thing’ be managed, treated, ‘killed off’? 

If you were the General Manager, what would be the ‘top 2’ changes you would make? (and why?) 

If you were the Human Resource Manager, what would be the ‘top 2’ changes you would make? (and 
why?) 

Thank You 
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Line Staff Questionnaire 

Please complete this in private and bring it to our interview, that your HR Manager will arrange. 
Write your answers in the boxes below. Thanks, Shane. 

Q 1 What do you consider to be the essential TOP 3 qualities or characteristics of employees 
for success in the following positions? (Or, ask the question another way: What qualities make a 
good ‘General Manager’?) 

General Manager 

Department Manager 

Human Resource Department Manager / staff Department Supervisor 

Line staff employee 

Q 2 What do you consider to be the ‘best’ measures of department performance? (How 
does a department know it is ‘getting the job done’?) Please also explain why these 
measures are ‘best’. 

Q 3 What do you consider to be the ‘best’ measures of ‘your’ performance? (That is, 
doing a good job.) Please also explain why these are good measures. 

 

Q 4 What systems, processes, or ‘things’ help you to do a good job? 

Q 5 What systems, processes, or ‘things’ get in the way of you getting your job done 
well? 

 

Q 6 Line staff in Zodiac undertake the greater bulk of operational activities. Your importance 
to success is critical. 

What do you think is the key or keys to the management of a successful department or team? 
(That is, when a team or department is really going well what makes that happen?) 

Q 7 How has Human Resource department been involved in your job at Zodiac? 
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APPENDIX K 

Letter of Introduction to Line Staff 

Re: Zodiac & Griffith University Gold Coast, Research into Employee Wellbeing 

This research is part of a 3 year project undertaken between Zodiac and Griffith 
University, into the development of world’s best ‘possible’ practices into employee 
wellbeing. In other words, how can we continue to provide and more importantly 
improve on our employees’ positive work environment? 

Line staff are the largest and a most important group of staff in Zodiac. You often deal 
with guests first, experiencing the best and worst of human nature. 

So far I have had interviews with your General Manager, HR Manager, Department 
Management, now I would like to talk to you about your thoughts and ideas on your 
work environment. After all, line staff are a major contributor to the success of Zodiac. 

To get your views and thoughts I have established an easy set of questions and have 
arranged for the chance to meet you at your hotel. Your HR Manager will explain 
this to you. 

I am only interested in ‘your’ comments so please complete the questionnaire 
somewhere private without discussing it with anyone else. 

IMPORTANTLY – YOUR QUESTIONNAIRE INFORMATION AND OUR 
INTERVIEW DISCUSSIONS ARE ALL CONFIDENTIAL. NO OTHER PERSON 
IN ZODIAC OR GRIFFITH UNIVERSITY SEE YOUR NAME OR INFORMATION. 

I will be at your property on the 22nd and 23rd of February. Your HR Manager, with the 
approval of your Manager, will arrange a suitable time for you to meet me for a 30-45 
minute discussion. Please bring your already completed questionnaire to that meeting. 

I look forward to meeting you. 

Please contact me directly if you have any questions. 

Cheers 
Shane 


