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Abstract. The purpose of this study is to develop and test a conceptual model that ex-
amines job embeddedness as a partial mediator of the impact of management commit-
ment to service quality on service recovery performance and extra-role customer service.
Training, empowerment, and rewards are regarded as the three important indicators of
management commitment to service quality. Data were obtained from a sample of full-
time frontline hotel employees with a time lag of one week in Romania. The results reveal
that training, empowerment, and rewards are positively related to job embeddedness. As
hypothesized, empowerment, rewards, and job embeddedness enhance service recovery
performance, while training and empowerment increase extra-role customer service. The
results further demonstrate that job embeddedness acts as a partial mediator of the effects
of empowerment and rewards on service recovery performance. Implications of the results
are discussed and future research directions are offered.
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1. Introduction

In a turbulent business environment of scarce resources, intensifying competition and
rapid rates of technological change, it is widely acknowledged among researchers and
practitioners that delivery of service quality leads to retention of satisfied and loyal
customers. Because of their boundary-spanning roles, frontline employees having in-
tense face-to-face or voice-to-voice interactions with customers play a critical role in
delivery of service quality and effective service recovery (Gil ef al. 2006; Hartline, Fer-
rell 1996; Min, H., Min, H. 2005; Yavas et al. 2004). Despite this realization, low pay,
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long work hours, heavy workloads, customer aggression, role stress, and inconvenient
work schedules are among the problems facing these employees (e.g. Babakus et al.
2008; Karatepe et al. 2008; Miller, Madsen 2003; Solnet, Hood 2008). Under these cir-
cumstances, managers have difficulty retaining skilled and high performing employees.

Job embeddedness that refers to “the combined forces that keep a person from leaving
his or her job” (Yao et al. 2004: 159) appears to be a potential remedy for retention
of such employees. That is, employees can be embedded in their job through various
organizational and community-related forces (Crossley et al. 2007). Training, empower-
ment, and rewards are considered to be among the significant indicators of management
commitment to service quality (Babakus et al. 2003). These human resource practices
are among Pfeffer’s (1994) list of best human resource practices. Human resource prac-
tices that increase performance are known as high-performance work practices (HP-
WPs) (Combs et al. 2006). These practices (e.g. training and development and flexible
work arrangements) increase employees’ knowledge, skills, and abilities, empower them
to use these knowledge, skills, and abilities, and motivate them through rewards and
internal promotions to do so (Combs et al. 2006). Therefore, the presence of such prac-
tices seems to enhance employees’ job embeddedness. An examination of the relevant
literature also reveals that the availability of training, empowerment, and rewards in the
workplace elucidates top management’s commitment to service quality (Babakus et al.
2003) and results in high quality performance (Boshoff, Allen 2000; Yavas ef al. 2010).
These employees are also embedded in their job and perform effectively (Holtom et al.
2006; Lee et al. 2004).

Purpose

Against this backdrop, the purpose of this study is to develop and test a conceptual mod-
el that investigates job embeddedness as a partial mediator of the effect of management
commitment to service quality on service recovery performance and extra-role customer
service. That is, job embeddedness is treated as a partial mediator of the impacts of
training, empowerment, and rewards on the abovementioned performance outcomes.

This study makes several useful contributions to the services marketing literature. Spe-
cifically, there is a dearth of empirical research concerning factors intensifying em-
ployees’ job embeddedness (cf. Bergiel et al. 2009). As cogently discussed by Babakus
et al. (2003), training will produce the intended outcomes provided that empowerment
and rewards are in place. Likewise, empowerment will lead to the intended outcomes
provided that it is used in combination with appropriate training and rewards. These HP-
WPs reinforce and support each other when they are used in a coordinated way (Combs
et al. 2006). This is also consistent with internal fit that “their collective effect will be
greater than the sum of their individual parts” (Wall, Wood 2005: 431). As discussed by
Guest et al. (2004), internally consistent human resource practices or HPWPs reflect the
organizational logic. Therefore, it is important to have an understanding of the effects
of training, empowerment, and rewards as the indicators of management commitment
to service quality or internally consistent HPWPs on employees’ job embeddedness in
frontline service jobs.
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As an anti-withdrawal construct, job embeddedness has been reported to reduce employ-
ees’ turnover intentions and voluntary turnover (e.g. Bergiel et al. 2009; Lee et al. 2004;
Mitchell et al. 2001). However, the relationship between job embeddedness and perfor-
mance outcomes has not received much empirical attention in the relevant literature (cf.
Halbesleben, Wheeler 2008; Sekiguchi et al. 2008). Service recovery performance and
extra-role customer service are the two performance outcomes of frontline employees
examined in this study. There are at least two reasons for selecting such performance
outcomes. First, service recovery performance refers to frontline employees’ abilities
and actions to resolve a service failure to the satisfaction of the customer (Babakus et al.
2003). There are a number of customers’ requests and complaints frontline employees
have to deal with. Therefore, frontline employees should demonstrate effective service
recovery efforts in order to return aggrieved customers to a state of satisfaction after a
service failure (Boshoff, Allen 2000; Yavas et al. 2004). Second, extra-role customer
service is defined as “discretionary behaviors of contact employees in serving customers
that extend beyond formal role requirements” (Bettencourt, Brown 1997: 41). Effective
service recovery efforts require a pool of employees who can adapt their abilities to
the specific complaint situation and display proactive behaviors (De Jong, De Ruyter
2004). With this recognition, service recovery performance can be considered a part
of extra-role customer service or extra-role performance (cf. Sekiguchi et al. 2008).
Consequently, this study tests job embeddedness as a partial mediator of the impacts of
training, empowerment, and rewards on service recovery performance and extra-role
customer service based on data obtained from frontline hotel employees with a one-
week time lag in Romania.

Finally, the results of this empirical investigation may prove useful from a managerial
perspective concerning the relationships among the indicators of management commit-
ment to service quality, job embeddedness, and performance outcomes. The next section
of the article provides the theoretical underpinnings, hypotheses, and conceptual model.
Then, the article delineates discussions of the method and findings of the empirical
study conducted with frontline hotel employees in Romania. The article concludes with
implications of the results and future research directions.

2. Theoretical underpinnings, hypotheses, and conceptual model
2.1. Background

Frontline employees working in an environment where management is not committed
to service excellence cannot deal with customers’ requests and complaints successfully.
It is obvious that any efforts made by such employees are doomed to failure from the
start unless management is fully committed to service excellence (Zemke 1991). Since
frontline employees have a crucial role in service delivery process, managements of
the service firms should consider them strategic partners in delivery of service quality
and retention of satisfied and loyal customers. However, mistakes and failures in ser-
vice delivery are inevitable. Therefore, service providers should “do things very right
the second time” (De Ruyter, Wetzels 2000: 91). Otherwise, service failures lead to a
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number of detrimental outcomes (for example, customer dissatisfaction, negative word-
of-mouth, and decreases in repurchase behaviors) (Davidow 2003).

As argued by Forrester (2000), management desires and good intentions do not mean
much if employees do not perceive them as such. Therefore, management commitment
to service quality should be defined from the frontline employee’s perspective. Manage-
ment commitment to service quality refers to “employees’ appraisal of an organization’s
commitment to nurture, develop, support, and reward its employees to achieve service
excellence” (Babakus ef al. 2003: 275). A close examination of the services marketing
literature delineates a number of potential indicators of management commitment to
service quality (for example, training, empowerment, rewards, service technology, per-
ceived organizational support, recruitment and selection, and servant leadership) (Ashill
et al. 2008; Babakus et al. 2003; Kim et al. 2009; Schneider et al. 1998). Consistent
with the work of Babakus ez al. (2003) and Pfeffer’s (1994) list of best human resource
practices, training, empowerment, and rewards are considered to be the significant indi-
cators of management commitment to service quality in this study. According to Boselie
et al.’s study (2005) focusing on the linkage between human resource management and
performance, training and development, contingent pay and rewards, and direct par-
ticipation such as empowerment and employee involvement are in the top six human
resource practices. In addition, training, empowerment, and rewards have been reported
or discussed to increase organizational development, attract qualified individuals, and
enhance employee work outcomes (e.g. organizational commitment, job performance,
and job satisfaction) (Ashill et al. 2005; Markovi¢ 2008; Rees, Althakhri 2008; Singh
2007; Yavas et al. 2010).

The AMO (ability motivation, and opportunity) model also provides support for the
relationships between HPWPs and performance outcomes. Specifically, the AMO model
focuses on the importance of variables at the individual level pertaining to employees’
skills and competences, their motivation, and their opportunity to participate (Paauwe
2009). Employees perform better when they receive training to increase their knowl-
edge and abilities, have the motivations and opportunities to contribute (Boxall, Macky
2009). That is, employees increase their knowledge and abilities via training programs,
are motivated through rewards, and have the opportunity to deal with customers’ re-
quests and complaints effectively via empowerment.

The indicators of management commitment to service quality or HPWPs should also
enhance employees’ job embeddedness. Links, fit, and sacrifice are the three dimensions
of job embeddedness. Links refer to “formal or informal connections between a person
and institutions or other people”, while fit refers to “an employee’s perceived compat-
ibility or comfort with an organization and with his or her environment” (Mitchell et al.
2001: 1105). In Mitchell et al.’s (2001) study, sacrifice is defined as “the perceived cost
of material or psychological benefits that may be forfeited by leaving a job”. Employees
would be job embedded or socially enmeshed in the organization as the number of these
links increase. When employees find that there is fit between their goals and values and
those of the organization and the community, they would have higher job embedded-
ness. Finally, employees perceiving that there are a number of costs associated with
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leaving the organization would also have elevated levels of job embeddedness. Research
indeed demonstrates that job embeddedness reduces turnover intentions and voluntary
turnover and enhances job and extra-role performances (Lee et al. 2004).

2.2. Hypotheses
2.2.1. Management commitment to service quality and job embeddedness

Training, empowerment, and rewards are the three important indicators of management
commitment to service quality increasing employees’ job embeddedness. Training em-
ployees on a continuous basis is important, because training would make employees
become acquainted with their job-related tasks and organizational values and beliefs
(Kusluvan et al. 2010). However, employees who are devoid of the requisite job and
interpersonal skills are incapable of providing quality services and resolving customers’
complaints effectively (Boshoff, Allen 2000). With this realization, employees’ inability
to respond to service failures can be remedied by training and development (Babakus
et al. 2003). That is, frontline employees are in need of basic skills training focusing on
delivery of service quality and effective service recovery (cf. Hoque 1999). Empirically,
it has been reported that training increases job embeddedness among employees of a
state department of corrections (Bergiel et al. 2009).

Empowerment refers to “the freedom and ability to make decisions and commitments”
(Forrester 2000: 67). Frontline employees should be empowered, because they are ex-
pected to deal with customers’ requests and complaints, and “the exact tasks required to
improve customer satisfaction cannot be prespecified” (Banker et al. 1996: 923). Other-
wise, frontline employees who lack the authority and responsibility to act and react are
unable to handle complaints (Lewis, Gabrielsen 1998). The presence of empowerment
practices in the workplace motivates employees and creates a sense of attachment to
the organization (Babakus et al. 2003; Bowen, Lawler 1995).

Having appropriate reward policies in place is important for frontline service jobs,
which are generally low-paying positions (Babakus et al. 2003). The availability of
proper levels of pay and other types of rewards for exemplary service efforts in the or-
ganization demonstrates top management’s commitment to service quality (Ashill ez al.
2005). As a result, employees would be embedded in their job when they are rewarded
for their efforts. In empirical terms, compensation has been reported to depict a positive
association with job embeddedness (Bergiel et al. 2009). Consequently, empowerment
programs can fail without proper training and rewards. Similarly, training programs will
also fail if frontline employees are not empowered and rewarded. The abovementioned
information is consistent with internal fit. Internal fit contends that the joint presence of
HPWPs creates synergy (Wall, Wood 2005). Under these circumstances, the joint pres-
ence of training, empowerment, and rewards would be a powerful signal for retaining
employees in the organization. Accordingly, the following hypotheses are proposed:

H1(a): Training is positively related to frontline employees’ job embeddedness.
H1(b): Empowerment is positively related to frontline employees’ job embeddedness.

H1(c): Rewards are positively related to frontline employees’ job embeddedness.
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2.2.2. Management commitment to service quality and performance outcomes

Employees can effectively recover from service failures if they are trained in listen-
ing and problem-solving skills as well as technical skills (cf. Boshoff, Allen 2000;
Yavas et al. 2010). Empowered employees would be able to provide quick, appropri-
ate, and equitable responses to complainants (Boshoff, Allen 2000; Yavas et al. 2003).
The presence of appropriate reward policies in the workplace encourages trained and
empowered employees to provide service excellence and resolve customers’ complaints
effectively (Ashill ef al. 2005; Yavas ef al. 2003). This is in parallel with the AMO
framework (Boxall, Macky 2009). Such employees would also go beyond their formal
role requirements to help customers and make them satisfied. This makes sense, be-
cause employees can display discretionary behaviors to resolve complaints according
to customers’ expectations. Therefore, it is important to investigate the relative effects
of HPWPs (e.g. training, empowerment, and performance-related pay) on performance
(Wall, Wood 2005).

In empirical terms, Boshoff and Allen (2000) demonstrated that empowerment and re-
wards positively affected frontline bank employees’ service recovery performance in
South Africa. In another empirical study conducted with frontline employees in the
private sector hospitals in New Zealand, Ashill et al. (2004) reported similar findings.
Yavas et al. (2003) reported that empowerment positively influenced frontline bank
employees’ service recovery performance in Turkey. Recently, Yavas et al. (2010) also
indicated that training and empowerment triggered frontline employees’ service recov-
ery performance in Turkish hotels. Accordingly, the following hypotheses are proposed:

H2: Training is positively related to frontline employees’ (a) service recovery perfor-
mance and (b) extra-role customer service.

H3: Empowerment is positively related to frontline employees’ (a) service recovery
performance and (b) extra-role customer service.

H4: Rewards are positively related to frontline employees’ (a) service recovery perfor-
mance and (b) extra-role customer service.

2.2.3. Job embeddedness and performance outcomes

According to job embeddedness theory, employees having a number of links and a good
fit with the organization and the job are motivated to display good performance (Lee
et al. 2004). This is also valid for employees who sacrifice valued things as a result of
leaving the organization (Lee et al. 2004). This is not surprising, because such employ-
ees would have the opportunity to demonstrate their skills to deliver quality services
and deal with disgruntled customers successfully. However, there is limited empirical
evidence demonstrating the impact of job embeddedness on performance outcomes.
Specifically, Lee et al. (2004) reported that on-the-job embeddedness increased job
performance and organizational citizenship behavior among employees of a large inter-
national financial organization. It was found that job embeddedness enhanced self-rated
and coworker-rated performances among working adults (Halbesleben, Wheeler 2008).
Recently, in a study of frontline hotel employees in Cameroon, Karatepe and Ngeche

619



O. M. Karatepe, G. Karadas. The effect of management commitment to service quality on job embeddedness ...

(2012) demonstrated that job embeddedness was positively related to job performance.
Therefore, the following hypotheses are proposed:

HS: Job embeddedness is positively related to frontline employees’ (a) service recovery
performance and (b) extra-role customer service.

2.2.4. Job embeddednes as a partial mediator

The hypothesized relationships given above explicitly refer to the partial mediating role
of job embeddedness. As indicated before, job embeddedness theory contends that links,
fit, and sacrifice are the three components of job embeddedness that enable the organi-
zations to retain employees and that make employees display high quality performance
in the workplace. Specifically, employees having formal or informal connections with
their coworkers and friends in the organization have low levels of turnover intentions
and are motivated to display positive performance outcomes. Having fit with the job and
the organization as well as the environment is important for such employees to remain
in the organization and have high quality performance in the workplace. Employees
recognize that they will sacrifice or lose a number of benefits as a result of leaving the
organization. Under these circumstances, employees who are embedded in the job will
have effective performance outcomes. Employees who are trained, empowered, and
rewarded would be embedded in the job and display effective service recovery perfor-
mance. These employees would also go beyond their formal job-related responsibilities
to make customers satisfied.

Consequently, training, empowerment, and rewards influence service recovery perfor-
mance and extra-role customer service directly and indirectly through job embedded-
ness. Therefore, the following hypotheses are proposed:

He6: Job embeddedness partially mediates the effects of (a) training, (b) empowerment,
and (c) rewards on frontline employees’ service recovery performance.

H7: Job embeddedness partially mediates the effects of (a) training, (b) empowerment,
and (c) rewards on frontline employees’ extra-role customer service.

2.3. Conceptual model

The conceptual model is presented in Figure 1. According to the conceptual model,
training, empowerment, and rewards enhance frontline employees’ job embeddedness,

Indicators of management
commitment to service quality Partial mediator Performgril:](; tl)ll)ncomes
(Time 1) (Time 1) .
Training Empowerment Job embeddedness Sg;‘t':g‘_erg?g%‘LZ%%%’:%LT\%EG
Rewards

Control variable
(Time 1)
Age

Fig. 1. Conceptual model
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service recovery performance, and extra-role customer service. The model also contends
that job embeddedness increases the abovementioned performance outcomes. Finally,
the model posits that job embeddedness acts as a partial mediator of the effects of
training, empowerment, and rewards on service recovery performance and extra-role
customer service. In the model age is treated as a control variable (e.g. Halbesleben,
Wheeler 2008).

3. Method

3.1. Sample and procedure

Data were collected from a sample of full-time frontline employees in the four- and five-
star hotels in the Poiana Brasov region in Romania. This region is one of the most im-
portant winter tourist destinations in the country. These frontline employees (e.g. front
desk agents, food servers, bartenders, door attendants, guest relations representatives,
and bell attendants) had intense face-to-face or voice-to-voice contact with customers
and spent most of their time dealing with customers’ requests and complaints.

There were 7 four-star hotels and only 1 five-star hotel in the Poiana Brasov region
at the time of this study. Managements of these hotels were contacted using a letter
that demonstrated the objectives of the empirical study and request for permission for
data collection. Managements of all hotels agreed to participate in this empirical study.
However, they did not allow the researcher to directly contact their frontline employees.
Therefore, hotel managers distributed the questionnaires to their frontline employees.
The first page of each questionnaire consisted of information about the assurance of
anonymity and confidentiality. Each frontline employee self-administered the time I
questionnaire, sealed it in an envelope, and placed it in a special box. Then, the re-
searcher collected the time I questionnaires from this box. The same procedure was also
used for the time II questionnaires.

Podsakoff et al. (2003: 885) state, “...common method biases arise from having a com-
mon rater, a common measurement context, a common item context, or from the char-
acteristics of the items themselves.” Therefore, consistent with the suggestions made by
Podsakoff et al. (2003), this study used a temporal separation between the measurement
of the predictor and criterion variables. Such a data collection practice was deemed nec-
essary for minimizing the possibility of common method bias. Specifically, data were
obtained from frontline employees with a one-week time lag. Using one-week time lag
is also consistent with that of Haar (2004) and appears to be appropriate for small sam-
ple sizes and minimization of respondent attrition. The time I questionnaire consisted of
the training, empowerment, rewards, and job embeddedness measures as well as items
concerning respondents’ profile. The time II questionnaire included the service recovery
performance and extra-customer service measures. Frontline employees who responded
at time I were also requested to participate in the study at time II. By paying utmost
attention to the issue of confidentiality, the researcher prepared a master list containing
the name of each frontline employee in the hotel. Each employee in this master list had
an identification number. An identification number was also written on each question-
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naire. This procedure was used at both time I and time II data collection stages so that
the questionnaires at time I and time II could be matched.

123 questionnaires were distributed to frontline employees at time 1. By the cut-off date
for data collection, 114 questionnaires were retrieved. However, 4 questionnaires were
eliminated due to the missing information. Usable 110 questionnaires were retrieved,
yielding a response rate of 89.4%. 110 time Il questionnaires were then distributed to
the same frontline employees. All frontline employees participated in the second stage
of this study. Therefore, 110 usable questionnaires were returned, which yielded a re-
sponse rate of 100% of the second sample (time II) and a response rate of 89.4% of the
first sample (time I).

37% of the respondents were aged between 18 and 27 years and 39% were between
the ages of 28-37. The rest were older than 37. 58% of the respondents were male.
66% of the respondents had tenures of five years or less and the rest had been with
their hotel for six or more years. 6% of the respondents had primary school education,
while one-half of the respondents had secondary and high school education. 20% of
the respondents had two-year college degrees and 18% four-year college degrees. The
rest had graduate degrees.

3.2. Measurement

All constructs in the conceptual model were operationalized using the scale items de-
rived from past writings in the relevant literature. Specifically, training (six items), re-
wards (five items), and service recovery performance (five items) were operationalized
via items from Boshoff and Allen (2000). Five items adapted from Hayes (1994) were
used to measure empowerment. Extra-role customer service was measured using five
items from Bettencourt and Brown (1997). Items in training, empowerment, rewards,
job embeddedness, service recovery performance, and extra-role customer service were
rated on five-point scales ranging from 5 (strongly agree) to 1 (strongly disagree).
One negatively worded item in job embeddedness was reverse scored. Higher scores
indicated higher training, empowerment, rewards, job embeddedness, service recovery
performance, and extra-role customer service. As a control variable, age was measured
using a five-point scale. Higher scores showed older age.

All items were originally prepared in English and then translated into Romanian via the
back-translation method (Parameswaran, Yaprak 1987). Specifically, the time I and time
IT questionnaires were prepared in English. Then, two bilingual individuals (fluent in
both Romanian and English) participated independently in the translation process. Fi-
nally, the researcher further checked the two versions of the time I and time II question-
naires in English for any inconsistencies. In addition, the time I and time II question-
naires were tested with two different pilot samples of 10 frontline hotel employees. In
light of the feedback obtained from hotel managers, frontline employees did not have
any difficulty understanding items. Therefore, there was no compelling reason to make
changes in the questionnaires.
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3.3. Data analysis

All measures were subjected to confirmatory factor analysis in order to evaluate the psy-
chometric properties of the scale items in terms of convergent and discriminant validity
(Fornell, Larcker 1981; Joreskog, Sorbom 1996). Internal consistency reliabilities were
checked using the commonly accepted threshold of .70.

Hierarchical multiple regression analysis was employed to test the direct effects. Hier-
archical multiple regression analysis was also employed to test the mediating effects in
light of the guidelines provided by Baron and Kenny (1986). Such measurement and
evaluation practices are consonant with other empirical studies (e.g. Han, Back 2006;
Karatepe et al. 2010; Yagil et al. 2008).

In the analysis predicting job embeddedness, age was entered in step 1 and as the in-
dicators of management commitment to service quality, training, empowerment, and
rewards in step 2. Age was entered in step 1, training, empowerment, and rewards in
step 2, and job embeddedness in step 3 in predicting service recovery performance.
This procedure was applied to the other mediation analysis. Sobel test, which refers to
“an approximate significance test for the indirect effect of the independent variable on
the dependent variable via the mediator” (Baron, Kenny 1986: 1177), was also used to
assess the significance of the mediating effects.

4. Results

4.1. Measurement results

The initial results of confirmatory factor analysis indicated that several items signifi-
cantly loaded on more than one latent variable. Under these circumstances, six items
with significant loadings were removed from subsequent analysis. As shown in Table 1,
two items each from the training, empowerment, and service recovery performance
measures were dropped. The final results of confirmatory factor analysis demonstrated
the following fit statistics: (x? = 554.01, df = 309; ¥ / df = 1.79; CFI [Comparative
fit index] = .92; IFI [Incremental fit index] = .92; RMSEA [Root mean square error of
approximation] = .085; SRMR [Standardized root mean square residual] = .053). The
results showed a reasonable fit of the six-factor model to the data on the basis of a
number of fit statistics.

Table 1 also presents the standardized loadings and their #-values as well as average var-
iance extracted for each construct. Specifically, all standardized loadings were equal to
or above .70. The average variance extracted by the underlying latent variables ranged
from .57 to .85. The shared variances among the underlying latent variables were below
each average variance extracted. Overall, the measures exhibited strong psychometric
properties in terms of convergent and discriminant validity (Fornell, Larker 1981).

Composite scores for each measure were obtained by averaging scores across items
representing that measure. Scale reliabilities, means, standard deviations, and correla-
tions of study variables are given in Table 2. As also reported in Table 2, all coefficient
alphas were above the commonly accepted threshold of .70.
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Table 1. Scale items and confirmatory factor analysis results

Scale items Stallgggir:;ed t-value  AVE"
Training 75
I receive continued training to provide good service .79 9.68
I received extensive customer service training before _ -
I came into contact with customers
I receive training on how to serve customers better .88 11.58
I receive training on how to deal with complaining .90 11.85
customers
I receive training on dealing with customer problems .88 11.60
I was trained to deal with customer complaints _ -
Empowerment .85
I am empowered to solve customer problems _ -
I am encouraged to handle customer problems = -
by myself
I do not have to get management’s approval before .88 11.52
I handle customer problem
I am allowed to do almost anything to solve customer 92 12.45
problems
I have control over how I solve customer problems .96 13.51
Rewards 7
If T improve the level of service I offer customers, 78 9.69
I will be rewarded
The rewards I receive are based on customer .87 11.31
evaluations of service
I am rewarded for serving customers well .87 11.50
I am rewarded for dealing effectively with customer 95 13.34
problems
I am rewarded for satisfying complaining customers .89 11.94
Job embeddedness 78
I feel attached to this hotel .90 12.17
It would be difficult for me to leave this hotel .94 13.11
I am too caught up in this hotel to leave 91 12.37
I feel tied to this hotel 92 12.66
I simply could not leave the hotel that I work for .86 11.30
It would be easy for me to leave this hotel (-) 77 9.51
I am tightly connected to this organization .84 10.86
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End of Table 1

Scale items Standardized t~value  AVE"
loadings
Service recovery performance 57
Considering all the things I do, I handle dissatisfied _* -
customers quite well
I don’t mind dealing with complaining customers .70 7.76
No customer I deal with leaves with problems .81 9.52
unresolved
Satisfying complaining customers is a great _ -
thrill to me
Complaining customers I have dealt with in the past 75 8.58
are among today’s most loyal customers
Extra-role customer service 74
I voluntarily assist customers even if it means going .87 11.41
beyond job requirements
I help customers with problems beyond what is .87 11.33
expected or required
I often go above and beyond the call of duty when 718 9.51
serving customers
I willingly go out of my way to make a customer 92 12.36
satisfied
I frequently go out the way to help a customer .87 11.28

Model fit statistics: ¥2 = 554.01; df = 309; ¥%/df = 1.79; CFI = .92; IFI = .92; RMSEA = .085;
SRMR = .053.

Notes: Each item is measured on a five-point scale. All loadings are significant at the .01 level. CFI =
Comparative fit index; IFI = Incremental fit index; RMSEA = Root mean square error of approxima-
tion; SRMR = Standardized root mean square residual.

(-) denotes reverse-scored item; * Average variance extracted; " Items were dropped during confirma-
tory factor analysis

Table 2. Scale reliabilities, means, standard deviations, and correlations of study variables

Variables Mean SD Alpha 1 2 3 4 5 6 7
1. Age 206 1.13 - 1.000
2. Training 312 .86 .92 .031 1.000
3. Empowerment 2.93 1.04 .94 —067 .482" 1.000
4. Rewards 324 94 94 026 .602° .434" 1.000
5. Job 319 89 .96 277" 538" 461" .605" 1.000
embeddedness
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End of Table 2
Variables Mean SD Alpha 1 2 3 4 5 6 7

6. Service 3.51 .69 .79 011 380" .550" .506" .508" 1.000
recovery
performance
7. Extra-role 333 88 .94 030 .506° 457" 382" 436" .609" 1.000
customer
service

Notes: Composite scores for each measure were obtained by averaging scores across items represent-
ing that measure. The scores for training, empowerment, rewards, job embeddedness, service recovery
performance, and extra-role customer service from 1 to 5. Age was measured using a five-point scale.
Higher scores demonstrated higher training, empowerment, rewards, job embeddedness, service re-
covery performance, extra-role customer service, and older age.

* Correlations are significant at the 0.01 level

4.2. Test of research hypotheses

The results pertaining to the effects of the indicators of management commitment to
service quality on job embeddedness are presented in Table 3. As a control variable,
age is significantly and positively related to job embeddedness. That is, older employees
have high levels of job embeddedness. Training (f = .19, p < .05), empowerment ( =
22, p < .01), and rewards (B = .39, p < .001) are significantly and positively related to
job embeddedness. Therefore, hypotheses 1(a), 1(b), and 1(c) are supported.

Table 3. Regression results: the effects of training, empowerment,
and rewards on job embeddedness

Dependent variable and standardized regression weights
Job embeddedness

Independent variables Step 1 Step 2
() Control variable

Age 28" 28"
(IT) Indicators of management commitment to service quality

Training 19"

Empowerment 220

Rewards 39

F 8.95™ 31.55™

R? at each step .07 S1

AR? - 44

Notes: Age was measured using a five-point scale. Higher scores demonstrated older age. The results
regarding variance inflation factors did not demonstrate any problems of multicollinearity.

*p < .05, "p < .01 *p < .001
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The results in Table 4 demonstrate that training has a significant positive effect on extra-
role customer service (f = .34, p < .01). However, training is not significantly and posi-
tively related to service recovery performance. Therefore, hypothesis 2(b) is supported,
while 2(a) is not. The results show that empowerment significantly and positively influ-
ences service recovery performance (f = .42, p < .001) and extra-role customer service
(B = .27, p < .01). Therefore, hypotheses 3(a) and 3(b) are supported. According to the
results in Table 4, rewards are significantly and positively related to service recovery
performance ( = .34, p < .01). Therefore, hypothesis 4(a) is supported. On the other
hand, there is no empirical support for hypothesis 4(b), because rewards do not signifi-
cantly and positively affect extra-role customer service.

The results regarding the effect of job embeddedness on service recovery performance
and extra-role customer service and the mediating role of job embeddedness are also
depicted in Table 4. According to the results in Table 4, job embeddedness significantly
and positively influences service recovery performance (f = .24, p < .05). Therefore,
there is empirical support for hypothesis 5(a). However, the results show that job em-

Table 4. Regression results: job embeddedness as a partial mediator

Dependent variables and standardized regression weights

Independent Service recovery Independent Extra-role customer
variables performance variables service
Step1 Step2 Step3 Step1 Step2 Step3
() Control variable (I) Control variable

Age .01 .03 —-.04 Age .03 .04 -01
(IT) Indicators of (IT) Indicators of

management management

commitment commitment

to service to service

quality quality

Training -03 -07 Training 34" 317

Empowerment 425 37 Empowerment 27 23"

Rewards 34 257 Rewards 06 —01
(111) Job 24" (110) Job 17

embeddedness embeddedness

F 01 22577 499" F 1.00 16.32"" 2.21

R? at each step .00 39 42 R? at each step .00 32 33

AR? — 39 .03 AR? - 32 01

Sobel test for:
Empowerment — Job embeddedness — Service recovery performance 1.74"
Rewards — Job embeddedness — Service recovery performance 2.00"

Notes: Age was measured using a five-point scale. Higher scores demonstrated older age. The results
regarding variance inflation factors did not demonstrate any problems of multicollinearity.
tp <. 10, "p < .05, "p < .01 *p < .001
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beddedness does not significantly affect extra-role customer service. Therefore, hypoth-
esis 5(b) is not supported.

Hypotheses 6(a)-7(c) refer to the partial mediating role of job embeddedness. A close
examination of the results in Table 4 indicates that when job embeddedness is entered
in the equation, the magnitudes of the effects of empowerment (B = .37, p < .001) and
rewards (f = .25, p <.05) on service recovery performance are reduced, but their effects
remain significant. Sobel test result demonstrates that there is a significant mediating
role of job embeddedness on the relationship between empowerment and service recov-
ery performance (¢t = 1.74, p < .10). According to this result, this effect is marginally
significant. Therefore, hypothesis 6(b) receives partial support. Sobel test result also
illustrates that there is a significant mediating role of job embeddedness on the relation-
ship between rewards and service recovery performance (¢ = 2.00, p < .05). Therefore,
hypothesis 6(c) is supported. However, hypothesis 6(a) is not supported since as a
predictor variable, training is not significantly related to the mediator variable, which
is job embeddedness.

As can be seen in Table 4, job embeddedness is not significantly linked to extra-role
customer service. That is, it cannot mediate the effects of the indicators of management
commitment to service quality on extra-role customer service. Therefore, hypotheses
7(a), 7(b), and 7(c) are not supported. The results remain intact with or without age in
the model.

5. Discussion

This study developed and tested a conceptual model that examined the mediating role
of job embeddedness on the relationship between the indicators of management com-
mitment to service quality and performance outcomes. In the current study training,
empowerment, and rewards were the three important indicators of management commit-
ment to service quality while performance outcomes were service recovery performance
and extra-role customer service. The hypothesized relationships were tested based on
data collected from frontline hotel employees with a time lag of one week in Romania.
The results reported in the present study provided empirical support for the majority of
hypotheses. There are a number of observations associated with these results.

5.1. Assessment of findings

The results that training, empowerment, and rewards enhance frontline employees’ job
embeddedness are consonant with the study predictions. The results pertaining to the
effects of training and rewards on job embeddedness also receive support from a re-
cent empirical study (Bergiel et al. 2009). Service firms can retain a pool of frontline
employees provided that they train them in terms of the requisite job and interpersonal
skills on a continuous basis. This is also true for service firms, which regard their
frontline employees as strategic partners and empower them for high quality service
recovery performance. Such frontline employees can remain in the organization if their
efforts regarding delivery of service quality and resolution of customers’ complaints
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are rewarded. Consistent with internal fit, these HPWPs create synergy and help the
organization to retain employees.

The result concerning the positive effect of empowerment on service recovery perfor-
mance is in line with previous empirical studies (e.g. Ashill et al. 2004; Boshoff, Allen
2000; Yavas et al. 2003). The result that rewards increase frontline employees’ service
recovery performance is also consistent with other writings (Ashill ez al. 2004; Boshoff,
Allen 2000). It appears that empowerment and rewards are the important indicators of
management commitment to service quality enhancing employees’ service recovery
performance. If such empowered employees know that they will be rewarded for service
excellence, they are motivated to deal with customers’ complaints by showing respect,
effort, and empathy and thus have elevated levels of service recovery performance.
Interestingly, the results do not lend any empirical support to the relationship between
training and service recovery performance. The existing training programs among the
hotels in Romania might have focused on development of technical skills. These pro-
grams might have overlooked listening and problem-solving skills, which are critical in
providing effective responses to complaints. Under these circumstances, the presence
of a training program with a concentration on development of technical skills does not
necessarily influence employees’ service recovery performance.

According to the results, training and empowerment increase extra-role customer ser-
vice. These results suggest that the important role of discretionary behaviors for mak-
ing customers satisfied might also have been taught to frontline employees in training
programs associated with development of technical skills. Therefore, such employees
display high levels of extra-role customer service behaviors. However, there is no em-
pirical support for the relationship between rewards and extra-role customer service. It
seems that frontline employees might have perceived the amount of rewards adequate
for service recovery performance, but not for extra-role customer service. Overall, the
results regarding the effects of training, empowerment, and rewards on service recovery
performance and extra-role customer service appear to be partially consistent with the
AMO model.

The results suggest that job embeddedness triggers frontline employees’ service recov-
ery performance. This is consonant with the precepts of job embeddedness theory and
recent and past writings (Karatepe, Ngeche 2012; Lee et al. 2004). The links between
the employee and others and the fit between the employee and the job increase the
obligation and intrinsic motivation to have effective service recovery (cf. Halbesleben,
Wheeler 2008). In addition, such employees should focus on delivery of service excel-
lence and resolution of customers’ complaints. Otherwise, they may lose their job as a
result of poor service recovery. Contrary to the study expectation, job embeddedness
is not significantly related to extra-role customer service. The presence of potential
HPWPs in the organization might not be sufficient for employees to fit their job. Under
these circumstances, employees do not display extra-role customer service behaviors.
This can also be explained via social exchange theory (cf. Cropanzano, Mitchell 2005).
Specifically, when employees find that they have inadequate resources from their or-
ganization, they do not feel obliged to show discretionary behaviors (cf. Saks 2006).
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As a result, they do not want to help organizations that have not provided sufficient
resources for them (Lee et al. 2004).

Consistent with the study predictions, empowerment and rewards influence service re-
covery performance directly and indirectly via job embeddedness. The partial mediating
role of job embeddedness on the relationship between empowerment and service recov-
ery performance is not supported at the .05 level. However, such a finding is sugges-
tive of a partial mediating role of job embeddedness and is an encouraging addition to
limited research on job embeddedness in the services marketing literature. Overall the
results suggest that empowered and rewarded employees are embedded in their job and
display efforts necessary to restore the satisfaction of the aggrieved customer.

5.2. Management implications

The results of this study provide implications relevant for managerial practice. First,
training, empowerment, and rewards are the indicators of management commitment
to service quality enhancing job embeddedness. In addition, training, empowerment,
and rewards increase employees’ service recovery performance and/or extra-customer
service. Although managements of many hotels state that service excellence is their top
priority, they do not take decisive steps to invest in their frontline employees in terms
of training, empowerment, and rewards. Since the quality of interaction between front-
line employees and customers is a predictor of delivery of service quality and effective
service recovery, managements of the hotels should ensure that there are continuous
training programs focusing on development of employees’ skills necessary to deliver
technical and functional service quality and return disgruntled customers to a state of
satisfaction after a service failure. It is also important that managements of the hotels
should provide their employees with the adequate responsibility and authority for quick,
appropriate, and equitable responses to dissatisfied customers and reward them based on
their performance levels. However, it should be noted that empowerment may result in
stress. Therefore, employees should be trained to accept the responsibility and authority
in the workplace (Lashley 2000). Consequently, trained, empowered, and rewarded em-
ployees would not be interested in leaving the organization, because they are cognizant
of costs emerging from such a behavior.

Second, hiring the right employees for frontline service jobs sends powerful signals to
the existing employees pertaining to top management’s commitment to service quality.
During the hiring process managers can conduct structured interviews and customer
service simulations to measure shared values (Maxham, Netemeyer 2003). This is im-
portant, since employees who do not share the organizational values will leave the
organization or will not work at their full capacity for handling customers’ complaints
successfully. In closing, the aforementioned implications are also critical for the hotel
industry in Romania. That is, due to the fact that the Romanian population is predicted
to decline by 25% in the next 30 years (Ineson, Berechet 2011), managements of the
hotels should retain a pool of employees who are embedded in their job and the or-
ganization.
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5.3. Limitations and avenues for future research

Though this study expands the current knowledge in the services marketing literature,
there are several limitations, and viable prospects for future research remain. First, the
present study used training, empowerment, and rewards as the three important and vis-
ible indicators of management commitment to service quality. Future research could
include other potential indicators of management commitment to service quality or
other potential HPWPs such as internal promotion opportunities, work-life balance,
and teamwork for a better understanding of factors increasing frontline employees’ job
embeddedness (cf. Boselie ef al. 2005). Second, Paauwe (2009) convincingly discusses
that empirical research is needed regarding the relationships between past performance,
human resource practices, and subsequent performance. In this study data were gathered
from frontline hotel employees with a time lag of one week. Time-lagged designs appear
to provide some evidence for temporal causality. However, it is not possible to make
causal inferences conclusively (cf. Grandey, Cropanzano 1999). Therefore, future stud-
ies should investigate the relationships between past performance, management com-
mitment to service quality, and subsequent performance over a longer period of time
than it was done in this study.

Third, consistent with empirical studies in the relevant literature (e.g. Alexandrov et al.
2007; Mulki et al. 2008), the focus of this study was on the individual frontline em-
ployee as a unit of analysis. As argued by Wright and Nishii (2006), employees will
show reactions on the basis of several internal strategies on the basis of their perceptions
regarding the indicators of management commitment to service quality. The potential
reactions are associated with individual differences. For example, core self-evaluations
may moderate the effects of job embeddedness on service recovery performance and
extra-role customer service. On the other hand, employees’ perceptions of training,
empowerment, and rewards as the indicators of management commitment to service
quality may also vary according to the organizational and group levels (cf. Alexandrov
et al. 2007). With this realization, in future research assessing individual differences as
potential moderators of the relationships among the constructs depicted in this study
and testing these relationships at the organizational and group levels via large sample
sizes and adequate number of departments in each organization would be beneficial.

Fourth, this study collected data from frontline employees in a single country. In fu-
ture studies testing the relationships demonstrated in the conceptual model using cross-
national samples (e.g. Romania, Nigeria, China, and Turkey) would shed further light
on the understanding of the mediating role of job embeddedness. Fifth, this study was
employed in a single region of a single country. The sample of this study may not rep-
resent the whole frontline hotel employees in Romania. This may raise concerns about
the representativeness of the study sample. As a potential remedy, in future studies
obtaining data from frontline hotel employees in different regions in Romania would
be beneficial. In closing, replication studies with large sample sizes in different service
settings (for example, airlines, travel agencies, and banks) in Romania would be useful
for broadening the database for further generalizations.
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